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Foreword

The authors' idea for a guide to designing and convening effective con-
ferences and meetings has grown over many years of putting together

meetings of all sizes, from 6 people to 600 people, convened for various
purposes, and from attending many more. In searching for help in their
own endeavors, they found some guides that dealt very generally with the
what, where, and how of holding conferences, but none that addressed the
importance of designing meetings to promote learning. This guide empha-
sizes how to have people work together effectively, understand new ideas,
and produce tangible outcomes.

Our perception that such a guide was needed has been reinforced by
our experience in conducting Annual Forums for the National Institute for
Science Education (NISE). The Forum is the largest and most visible of the
Institute's meetings, through which it reaches out to professional organi-
zations, scientific bodies, and educational associations to communicate
about its research, help shape its work, and disseminate its findings and
recommendations.

The Forum is unusual in that even though it draws 300 individuals
from all educational levels and institutions, the various science and mathe-
matics fields, and government and industry, it is designed for a great deal
of give-and-take among the participants. It includes opportunities for ev-

vii
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viii DESIGNING SUCCESSFUL CONFERENCES

ery person to contribute to the substance of the discussions, because we
learned to design the meeting for productive engagement and learning for
all. Similarly, the Forum Proceedings include not only the papers of invited
panelists, but also a careful analysis of the discussions and individual think
pieces produced by the many other participants. In this way, the Forum is
able to draw on the rich expertise of all participants to advance the state of
knowledge in a particular area of importance in science and mathematics
education.

The authors wrote this guide initially to help all staff and clients of the
Institute, but we now hope it will be useful to many more who plan confer-
ences and meetings. We particularly want to thank the National Science
Foundation for its continuing support of the Institute and the Annual Fo-
rum. Special thanks are due to all our colleagues at the Institute who col-
laborate with us each year to make the Forum and its proceedings an inte-
gral and successful part of our joint endeavor.

Andrew Porter
Director, NISE

Madison, Wisconsin
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Preface

The Need for This Guide

Have you ever left a meeting saying to yourself, "What a great meet-
ingwe got so much done and I learned so much "? How about,

"What a waste of my time!" or "I can't believe I flew across the country for
this. . . . " ? Getting these very different reactions is no accident. What
meeting designers and facilitators do before, during, and after the meeting
will determine the success of the gathering.

This book is intended as a guide for meeting designers and conveners
who want to ensure that the meetings they hold are the best they can be. It
is premised on the fact that in these turbulent times of constant change,
professionals need to make the most of their time and engage in interac-
tions that help them learn and be productive. The book provides guidance,
tips, and suggestions for planning professional events that will result in
substantial learning for participants. It was written for professionals with
all levels of experience in designing meetings and conferences and is based
on the authors' experiences with designing and conducting meetings and
conferences for people involved in educational reform.

As we attended many meetings, we noticed that certain things worked,
while others did not. Many educational events are led by professionals
who are teachers or began their careers as teachers. Although they are ac-
complished at organizing activities for student learning, they may not have

ix
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x DESIGNING SUCCESSFUL CONFERENCES

considered the different issues involved in organizing meetings and confer-
ences for adults. Others may be led by experts who can provide ample in-
formation, but may not know how to help the audience apply the new in-
formation to their own situation. Since many of the education reform
initiatives we work with are focused on science and mathematics educa-
tion, many of the events we attend are designed by mathematicians and
scientists. These meetings tend to be dominated by lectures designed to
generate new knowledge and place less emphasis on how one would use
the new knowledge. Noticing these design problems and others, we de-
cided to make what we have learned available to others as a guide for plan-
ning successful professional meetings.

If you have not designed and run many professional meetings, the
value of this guide is obvious. But the guide is also valuable for those who
have experience designing and organizing meetings and conferences be-
cause it addresses many of the common pitfalls even experienced planners
face. Many professionals who do this work often design their meetings in-
tuitivelydrawing from the wisdom of past experience and common
senseyet rarely do they document what they did and why, to inform oth-
ers. This guide makes it a lot easier to mentor staff who are learning how to
organize learning events with us.

Further, having a lot of experience in planning events or attending
them does not necessarily mean that you have had time or occasion to re-
flect on what worked and what did not, nor to review resources on effec-
tive meeting design. Virtually every time we designed an event in the past,
we found we forgot to do something that we already knew was an impor-
tant design feature or task. We realized we needed to become more pur-
poseful and explicit about why we design meetings the way we do and to
document what we learned from our experiences. As one of us likes to say,
"Let's make some new mistakes, not repeat ones we've already made!"

Meetings Designed for Learning

Like most professionals, those of us working to promote quality education
organize and attend many meetings, work sessions, and conferences each
year. The meetings are aimed at spreading new information or knowledge
from research and practice, promoting the exchange of new ideas and in-
formation, and helping educators learn to implement new practices. There
are annual meetings of government agencies, annual and regional meetings
sponsored by professional associations, work sessions for project teams to
create work products or make project plans, institutes focused on develop-
ing new knowledge and skills, and professional development sessions to

11



Preface xi

help educators learn about and apply more effective strategies. As we
worked nationally to conduct research on and promote reform in science
and mathematics education, we began to ask how these many events could
be better organized, more results-oriented, and designed to reflect what we
know about adult learning.

We found that it was common for meetings to lack the elements that
are essential for making them significant learning experiences for partici-
pants. For example, participants often come to conferences with little un-
derstanding of the outcomes they will derive, and lacking a clear idea of
what they will be doing and why. Often, participants do not receive mate-
rials ahead of time to prepare them for the meeting. At times the connec-
tions between the topic of the meeting and participants' work are not clear
enough. Further, some meetings lack mechanisms for maintaining rela-
tionships forged during the meeting, such as participant contact informa-
tion and follow-up communication.

We began to ask, "Are the people who plan these meetings doing all
they can to ensure a significant pay-off for the investment they make in
planning and convening meetings?" "Is planning and attending such meet-
ings worth the time spent?" "What can be done to improve outcomes?"
We decided to encourage people who are working to improve education to
use their resources more wisely by producing clearer outcomes and using
what is known about adult learning and meeting planning to design and
carry out their meetings and conferences.

Experienced conference planners use tried and true methods to make
their conferences work. This book is no exception. Its contributors have
planned and carried out many educational meetings and attended many,
many more. As professional developers in the education field, our mission
is to promote more effective use of gatherings, such as conferences, so that
they actually produce valuable outcomes. The National Institute for Sci-
ence Education, a partnership of the University of Wisconsin-Madison and
the National Center for Improving Science Education at West Ed, served as
a test bed for many of the ideas presented in this book. We took the risk of
creating a new kind of conference with the NISE Annual Forum, one that
would engage participants in learning from research on science and mathe-
matics while contributing their own knowledge and expertise and connect-
ing NISE's research to their work. We have drawn upon the publication
Designing Professional Development for Teachers of Science and Mathe-
matics (Loucks-Horsley, Hewson, Love, & Stiles, 1998) as well as other
research on effective adult learning and meeting planning to create this
guidebook. Additionally, we gathered evaluation information from several
mathematics and science reform conferences to determine what did or did
not work. We hope we have created a practical, experience-based guide
that will: (1) enable you to assess when conferences are the best use of your
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xii DESIGNING SUCCESSFUL CONFERENCES

resources; and (2) help you plan, carry out, and evaluate more effective
professional events.

Organization of This Guide

The guide includes five chapters. The first provides background on effec-
tive meeting design and management and the principles of adult learning
and developmentthe foundation from which good conferences and
meetings are planned. This chapter will help you decide whether holding a
meeting is really your best strategy for achieving your desired outcomes. If
the answer is yes, Chapters 2 and 3 provide many of the details of planning
and organizing meetings and conferences, including what needs to be done
when and by whom. Chapter 2 discusses things that must be carefully con-
sidered at the outset of designing a meeting: identifying the target audi-
ence, setting a budget, selecting a location and date, and assigning respon-
sibilities for further design and planning. Chapter 3 gathers a description
and examples of 25 activities that can be used when crafting a detailed
agenda. It also provides advice on preparing speakers, sending materials to
participants in advance, marketing the conference, and some practical
hints for running it. Chapter 4 focuses on the evaluation of the conference,
and the final chapter provides guidance on the production of conference
proceedings, including a way to systematically capture and analyze partici-
pants' discussions during small group sessions. Included throughout the
book are checklists, examples, and planning tools.

Acknowledgments

We are grateful to several groups of professionals who made it possible for
us over the years to acquire the knowledge for this guide:

Thousands of professionals who have participated in meetings and
conferences that we have organized during our careers, especially
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Hundreds of professionals who organized meetings and confer-
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one of our events, especially those conscientious people who made
time to fill in the open-ended questions
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All of our colleagues at the National Institute for Science Education
who were willing to try some innovative designs at the annual NISE
Forum

Susan Millar at the NISE, an evaluator and meeting planner, who
collaborated with us especially in designing and planning some ef-
fective designs for small-group interactions at the NISE Forum and
who produced proceedings documents afterward

Andy Porter, director of NISE, who always provided critical advice
in designing the forum

We also express our sincere appreciation to some people who made it pos-
sible to produce this book. Alice Foster, our acquiring editor at Corwin,
has given us terrific advice and assistance on this project and all four books
that Corwin has recently published from various projects at
NCISE/WestEd and NISE. La Donna Dickerson and Valerie Johnson at
NCISE cheerfully endured our edits during the two years it took us to
transform our ideas into a complete book. Mary Stenson at West Ed's
Learning Innovations provided us with many ideas and tips for this guide.
Mary Ann Huntley is a gracious colleague who assisted with editing. We
are pleased that the National Science Foundation supported the NISE and
its annual NISE Forums. We also thank Larry Suter, our NSF monitor dur-
ing most of NISE's lifetime, for his active partnership in making the NISE
and its Forums a success.
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The Knowledge Base of Effective
Meetings and Conferences

This chapter will help you decide whether to hold a meeting or consider
some other way to meet your objectives. It then reviews the knowledge

of effective meetings and adult learning.

Conferences Should Be the Best They Can Be

Well-done conferences or meetings require a major investment of time and
other resources. They are extremely expensive in both costs to conveners
and the time and travel costs to participants. They have to be very good for
their benefits to outweigh their costs. Consider this: a 2-day event involv-
ing 200 people costs the audience about $400,000 in labor and travel ex-
pensesfor every hour of time the cost is $25,000! Is your activity and
your design for it worth that audience investment? Do you consciously
keep the participants' valuable time and considerable expense in mind and
honor that by ensuring they will get the greatest possible return for their
investment?

When you fully consider how expensive meetings are, you realize the
high stakes of holding them. To make them worthwhile, they must be
good. Good meetings and conferences produce clearly defined outcomes.

1



2 DESIGNING SUCCESSFUL CONFERENCES

They are often about promoting new learning, connected to participants'
own situations. Good meetings bring people together in respectful ways to
do work they couldn't do alone.

As you plan your next meeting, we challenge you to hold yourself to a
set of principles that will lead you to go beyond business as usual to pro-
duce an event that yields more valuable outcomes.

Nine Principles Held by Effective Meeting Designers

1. Establish and share clear outcomes

2. Design activities to engage all participants

3. Model effective learning processes and environments (In science
and mathematics education particularly, we found meetings to be
an opportunity to model effective teaching and learning strategies.
For example, at a recent conference of the National Institute for
Science Education, a participant observed that the meeting was de-
signed with as much time to process information as to generate it.
She remarked how that feature had given her the time to reflect on
what she heard and think about what it meant for her own situa-
tion. Although there are no absolute formulas for the perfect meet-
ing design, all should strive to model what we know about adult
learning and engagement.)

4. Establish clear roles

5. Have participants take responsibility for reaching the stated out-
comes

6. Connect with participants' own work and thinking

7. Provide opportunities for continued learning and maintaining rela-
tionships after the event

8. Encourage participants to share what they learned with others out-
side the meeting

9. Provide ample time for reflecting on the information and experi-
ences

Your commitment to these principles will help you create meetings
that promote change or growth, reach clear outcomes, and help people de-
velop new relationships. With the scarce resources available for mathe-
matics and science education, if you can't do a good conference, don't do
one at all. If you decide you want to do one, plan an effective meeting that
reflects the principles and knowledge outlined in this section.

1.9



The Knowledge Base 3

Why Have a Conference or Meeting
Is This the Best Strategy for Meeting Your Goals?

People have many demands on their time. They must make choices about
how to spend it. Before you decide to have a conference or meeting, con-
sider what you want to accomplish. Are you trying to create a community
around your work? Is your aim to establish an agenda for future work for
research or a development effort? Are you trying to solve a particular
problem for which certain expertise is needed? Do you want to get multi-
ple perspectives on an issue?

Holding conferences is a good strategy when you want to establish an
annual or regular time for people to come together to be a part of your
work or organization or to get updates that help them stay connected to
your work. Many conferences are annual events like this that enable peo-
ple to have a continuing experience with your organization and its work.
The National Institute for Science Education (NISE) instituted an Annual
Forum for this purpose. The event created a regular time each year for edu-
cation stakeholders to learn from the work of the NISE and apply new
knowledge and approaches to the improvement of science and mathemat-
ics education. Professional associations hold similar national and regional
meetings, bringing together members to network and share new informa-
tion. For this type of meeting it is critical to build in ways for participants
to stay connected to you (and to each other, as necessary) throughout the
year or from event to event. For example, use e-mail, list serves, newslet-
ters, regional group meetings, and other strategies to maintain relation-
ships and keep connected to stakeholder groups for networking. Are you
trying to create a group of people to follow and perhaps disseminate your
work or to become members of your group or association? If so, creating a
regular time for them to come together to update their knowledge or skills
and renew relationships would be an effective strategy for you.

Conferences are also a good idea when the goal is making decisions or
solving problems, e.g., the participants review and weigh evidence and in-
formation, generate ideas, make decisions or recommendations, or solve
problems. In this type of meeting, it is important for participants to hear
one another's point of view and come to consensus. For example, as state
education agencies and local school districts make decisions about how to
reform their education systems, it is important for members of these
groups to have opportunities to create a common vision of what the new
program will look like in action. As new strategies and practices are tried
out, follow-up conferences can be held to share successes, learn from mis-
takes, and generate ideas for solving common problems. A conference
works well for this type of work as long as it is facilitated, ensuring that the

20



4 DESIGNING SUCCESSFUL CONFERENCES

people you bring together communicate directly and share ideas, informa-
tion and perspectives.

Are you working with a group of people who are beginning an organi-
zational change effort or confronting problems as they implement new prac-
tices? Do they have experience that they can contribute to help solve
problems? Have you provided them with information or facilitated
the collection of materials and information that will drive a productive
problem-solving session? If so, an event that helps them make decisions
and/or address problems makes sense.

Another important purpose for a conference is to disseminate new
ideas, products, and/or results from recent workultimately to promote
use of these in some way. The educational reform movement has used na-
tional and regional conferences as a strategy to disseminate and build com-
mitment to the national and state-level visions for reform with wide audi-
ences and to receive feedback on ideas. Developers of new products and
researchers use this strategy to build interest in using their products and
applying their research findings. For example, do you have new research
information that is important to a particular target group such as teachers
or school administrators, and are you interested in engaging with these au-
diences about how they might use these new materials or findings? If so,
then it is appropriate to bring them together to learn about the new find-
ings and to discuss what they can contribute to educational practice. What
do the findings mean? How big of a change do they constitute in practice?
What would practitioners need to do to make them a reality in the class-
room? These types of meetings provide a forum in which practitioners can
test new ideas and give researchers and developers the grounding they need
to refine new ideas and products. Regional meetings held to disseminate
the National Science Education Standards (NSES) are a good example of
this type of meeting. During these sessions, educators learned about the
NSES and worked with them to discover how they could infuse the stan-
dards into their work. The research on effective dissemination cautions,
however, that the events must be followed by other communication and
"sustained interactions" to promote the actual use of new ideas and prac-
tices (Hutchinson & Huberman, 1993).

When your goal is to conduct more one-way dissemination, i.e., get
products and ideas that have already been tested and refined out to people
without receiving their feedback or providing them with assistance to
learn or use the product, conferences are not usually the most cost effective
strategy. Other strategies such as print and electronic communication are
more cost effective in these cases. When your goal is to get feedback, pro-
mote learning, or plan actions around results of your work, it makes sense
to bring people together because you often learn more from the partici-
pants' interactions than you learn from what they say individually.

21



The Knowledge Base 5

Another good reason for holding a conference or meeting is to create
awareness of a need and to inspire participants to take action to address it.
This type of conference is often aimed at bringing together diverse stake-
holders of particular issues and motivating them to become advocates for
addressing a shared problem. Often these meetings will also establish net-
works of like-minded individuals working toward similar goals. For exam-
ple, conferences are an effective strategy for setting a reform agenda. Par-
ticipants who have some stake in the reform come together to assess needs,
craft the case for change, generate models and ideas, and discuss how to
engage others.

Finally, all events aimed at improving education should promote learn-
ing new concepts and ideas, which is enhanced by interaction with other
learners and sharing of perspectives. Such conferences should model effec-
tive teaching and learning processes and show participants new ways to
engage learners, thereby encouraging them to take back the process, as
well as the content, to their own settings. These meetings should always
build in opportunities for follow-up contact.

As you consider the question "Why have a conference?" think about
your purposes in convening a conference. Are there other means that
achieve the same results? Would print, electronic, or teleconference com-
munication be a better way for you to achieve your goals? If you believe in-
person interaction is essential to your goals, what will you do to ensure
that there is a substantial pay-off for participants?

In the education business, meetings are often planned and held as part
of many projects because "we've always done it that way." Sometimes the
meeting's only real purpose is to check off a tangible milestone in a project
plan or proposal. We need to rethink this practice. Educators are working
to reduce wasted time in classrooms and ensure learning for all. So, too,
education reformers must guarantee that their activities are designed to
produce significant results. The next subsections summarize the key
knowledge conference planners should draw upon to design effective
learning opportunities.

Characteristics of Effective
Meetings and Conferences

Like any other effective practice, conferences and meetings designed to
achieve their objectives have a set of characteristics that contribute to their
success (Friel & Bright, 1997; Loucks-Horsley, Hewson, Love, & Stiles,
1998; Nadler & Nadler, 1987; Scholtes, Joiner, & Streibel, 1996). When
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these characteristics are present, the event has a greater likelihood of
achieving its purposes and desired outcomes. These include:

Clear Purpose and Outcomes. Expectations for conveners and par-
ticipants are clear and stated in conversations, e-mail, agenda, writ-
ten invitations, brochures, or registration forms. What are your ex-
pectations for the participants? What are your purposes and how
will you communicate them to the participants? What will the par-
ticipants gain from your event?
Organization and Logistics. Logistics, such as location, time, trans-
portation, materials, and food, are often seen as the minor details of
the event. But they can make or break the day. How will you ensure
smooth operations and address the "creature comfort needs" of
your participants? If your participants are uncomfortable with the
room temperature, the amount or quality of food, etc., it makes it
harder for them to concentrate on the agenda. If you make plans to
meet their needs but fail to communicate these plans to them, you
will also lose their attention as participants wonder where and
when they can eat lunch or if there is time to go to the restroom. Put
yourself in the participants' shoes! Too often, meetings fail to re-
spect these legitimate needs and only address them as an after-
thought.
Value. People who attend the event are investing in learning some-
thing new, getting ideas, help, or benefiting in some way. Meeting
planners often focus on accomplishing their goal and do not think
about what is in it for the participants. What value are you offering
to people who attend your event? Why should they choose your
meeting over something else?
Variety. Daylong and multi-day events must be interspersed with a
variety of interactions. Mixing up the types of learning activities
and the groupings of people as much as possible is essential for ad-
dressing different needs and styles and for maintaining attention
span. Are you planning a variety of experiences for your partici-
pants? At the same time, don't address this superficiallythrowing
in a variety of activities for the sake of variety. Each varied activity
must make sense, articulate well with the preceding and following
activities, and address your purpose. The overall set of program ele-
ments should have a logical and feasible flow.
Networking. In evaluations of conferences and meetings, people
consistently rate the opportunity to meet and talk with interesting
and knowledgeable people as one of the main benefits of conference
attendance. What mechanisms have you created to encourage net-
working? Event organizers may incorrectly think that participants
will connect with other people after hours. The chances are high
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that if you don't sanction networking as a legitimate conference
outcome and build in opportunities for networking, participants
will skip some of your program activities to accomplish this aim.
The NISE Forums provided lunches to keep participants together
and allotted 90 minutes to give ample time to talk as well as eat, and
announced this aim to the participants.
Effective Use of Time. Think carefully about the use of your meet-
ing time. It should be used and managed to make every minute
count. Use only those activities that are interactive and require com-
munication and discussion. To the extent possible, activities that
can be done outside of the meeting such as reading, thinking about
and responding to questions, and so on should be done prior to the
meeting. Have an activity or questions posted on an overhead pro-
jector or chart paper for early arrivals to serve as a conversation
starter that gets them meeting and talking with others as soon as
they arrive. Breaks can be structured to encourage networking.
How will you make the best use of everyone's time?
Quality of Leaders and Facilitators. There are multiple roles that
must be played in an effective meeting. Presenters and leaders must
have demonstrated knowledge and skills as speakers, facilitators,
and problem-solvers. They must know their subject thoroughly and
be flexible enough to make adjustments to their audience or work-
ing group. What standards do you have for the leaders and facilita-
tors you choose for your event? How do you communicate expecta-
tions and assess the fit between what you need and what the leader
can offer?
Ongoing Evaluation. Effective meetings and conferences are as-
sessed before, during, and after the event. Data are gathered and
used to make improvements and to build on successes. Get better
advance "buy-in" and improved activities by circulating a draft
agenda for participant reaction and by doing your best to address
their feedback. For a larger event, formally or informally create a
design team that includes key staff from the sponsors. But, be sure
to include people who represent key target audiences. What meth-
ods do you use for gathering and analyzing evaluation information?
How do you use this information to make changes in your work?
Quality of Content and Design. The content presented in confer-
ences and meetings needs to reflect credible, sound, current, and in-
teresting knowledge. The meeting design should make use of the
best structures and formats for engaging and enlightening partici-
pants. To ensure success, it is essential that meeting planners know
the content and designs leaders will use and provide feedback and
suggestions to adjust the program to the targeted audience. It is es-
sential for planners to help presenters know the audience they will
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have and what the audience expects. If possible, attend a session led
by the presenters ahead of time or request that they send you a vid-
eotape. Work with them to be sure they understand your goals and
that the design will address these goals adequately. Decide whom
you want and figure out the best way to get them. Sometimes it
takes finding the right person to sign the letter of invitation. Some-
times listing a recognized association as a cosponsor adds to your
recruitment success. How do you communicate with meeting lead-
ers about what they have planned? Do you encourage leaders to
provide references and examples as evidence of their claims? How
do you find out and communicate participants' expectations? What
do you know about the presenter's style and how it will work with
your participants?
Resources. It is impossible to cover everything about a topic in the
limited time available for most meetings. Providing resource lists,
displays, poster sessions, and exhibits can help people access addi-
tional information about the subject of your conference or meeting.
What mechanism do you include in your meetings to inform partici-
pants of other available resources?
Products. It is rewarding for participants to come away from a
meeting with a tangible product that they contributed to during the
meeting. Plans, models, or new ideas can all be productive outputs
from meetings. After meetings, summary documents or conference
proceedings that capture the interactions and learning from the
event should be prepared. What tangible products could result from
your meeting?
Right Audience. Having the right mix of people who are knowl-
edgeable and interested in the meeting topics is essential. Meeting
planners need to know who would benefit most from the meet-
ing and target participation accordingly. Although diverse audi-
ences are often desirable, there is a challenge in designing the meet-
ing to be relevant for all participants. Who is your target audience?
How are you going to get them to your event? How can you tai-
lor the meeting design and content to encourage optimal participa-
tion?

Pay Attention to Design

Like effective professional development, good meetings and conferences
are designed to address specific inputs. A model for thinking about design
is represented in Figure 1.1. This model suggests that planning and imple-
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Figure 1.1. Professional Development Design Process for Mathematics and Science
Education Reform
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SOURCE: Loucks-Horsley et al., 1998.

menting professional learning opportunities is enhanced when designers
address a number of elements, including clarifying goals and purposes,
identifying knowledge and beliefs, and assessing the context in which you
are working. Since many conferences and meetings are tied to more ongo-
ing professional development, successful designers must establish the role
that their conferences play in the larger initiative. They plan for the design
to change over time to keep pace with changes in the environment. In addi-
tion, they know that people's needs, skills, and knowledge change over
time as they engage in learning, requiring that the professional develop-
ment program or plan shift to stay aligned with needs (Mundry & Loucks-
Horsley, 1999). For more information on the design framework, see De-
signing Professional Development for Teachers of Science and Mathemat-
ics (Loucks-Horsley et al., 1998).
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Principles of Effective Adult Learning

One of the knowledge bases planners must understand and use is on adult
learning. Designers need to know how adults learn and the characteristics
of effective professional development. In summarizing research on profes-
sional learning experiences in educationmany of which are conducted
within conferences and meetingsLoucks-Horsley et al. (1998) suggest
that adult learners develop new knowledge by constructing it for them-
selves. They say "the construction of knowledge is a process of change that
includes addition, creation, modification, refinement, restructuring, and
rejection" (p. 36).

Studies of adult development have indicated several conditions neces-
sary for adult learning. These include:

Opportunity to try out new ideas and practices

Careful and continuous guided reflection and discussion about the
proposed ideas or changes

Continuity of program and time for significant change

Personal support, as well as challenge, during the process of chang-
ing ideas or practices (Sprinthall & Sprinthall, 1983)

Creating events that provide opportunities for people to learn means creat-
ing environments in which they can look at what they know through dif-
ferent lenses and try on new ideas. Adult learners need opportunities to
safely explore questions about how something they already know connects
to new concepts and ideas and to examine and modify their thinking as
they challenge assumptions and beliefs. As Fosnot states (quoted in Brooks
& Brooks (1993), "Learning is not discovering more but interpreting
through a different scheme or structure."

Conferences whose purpose is learning often rely on strategies that en-
able participants to recall or apply knowledge. We must think beyond this
when the goal is to engage people around new ideas that often do not fit
with people's current thinking. When this happens the learners experience
a "disconnect" or dissonance between what they have known and what
they are now encountering. Such "cognitive dissonance" creates tension as
they struggle to make sense. These moments create real opportunities for
break-through thinking (Thompson & Zeuli, 2000). Creating environ-
ments that promote such engagement is challenging. It requires that we un-
derstand, articulate, and begin to challenge assumptions we hold, and the
lenses through which we make meaning and learn (Senge, 1990; Senge,
Keiner, Roberts, Ross, & Smith, 1994). It requires time to explore and to
test out new ideas, as well as offering guidance and support to refine new
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knowledge. Meetings that reach these standards are becoming the norm in
organizations that have a professional culture for learning. In these places,
"learning communities" are developing. Meetings are characterized by di-
alogues in which people suspend their assumptions and work with col-
leagues, often using data to understand the underlying problems or com-
plex ideas.

Ultimately, making the most of conferences and meetings as learning
opportunities requires that meeting planners help participants make
meaning of the event for themselves (Ramsborg, 1995). Conference plan-
ning is, therefore, an art. It requires: knowledge of the audience; meticu-
lous attention to logistical details; varied pacing; opportunities for partici-
pants to actively engage with information; stimulating facilitators,
presenters, or teachers; availability of print and electronic resources; an
environment conducive to learning; ongoing monitoring; and follow-up.

Conferences held for people in the science and mathematics education
reform movement require planners to address the special challenges asso-
ciated with this work. Where are the participants in the process? Are they
just beginning and need to understand what effective science and mathe-
matics education looks like? Or are they further along in the change pro-
cess, when they need time to reflect on what they have done, or meet with a
"critical friend" who can help them begin to assess impact and decide
what is the next step? Do you have the resources and flexibility to accom-
modate such diversity with one meeting or conference, or would smaller
multiple meetings be more effective? Whatever the primary purpose of
your meeting may be (informing the audience about research in curricu-
lum and instruction, showcasing new programs, or creating debate about
cutting-edge issues), it must incorporate principles that guide learning
(e.g., inquiry, reflection, and content knowledge); and it must address the
level of knowledge and skills of the participants.
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Early Planning

In Chapter 1, you considered the purposes of your meeting and the
knowledge of effective practices for designing a conference or meeting.

This chapter and Chapter 3 will help you design your meeting, addressing
the many details necessary to ensure that your events are the best they can
be. Although these chapters discuss design issues in detail, they do not al-
ways get into the nuts and bolts of how to execute a conference. For such
detailed assistance, consult a professional meeting planner manual such as
the 700+ pages of Professional Meeting Management, 3rd Edition by E.G.
Polivka (1996). Resource A illustrates the range of topics that can be
found in such manuals.

Identify the Target Audience

Having the right people at your meeting is essential. Whom are you target-
ing for participation? Whose perspectives are essential to your goals and
outcomes? What can you do to ensure equity of participation in the meet-
ing?

13
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14 DESIGNING SUCCESSFUL CONFERENCES

Identify the people who are closest to and have the influence to take ac-
tion on the issue or focus of your meeting or conference. For example, if
your goal is to establish a consensus about education reform within a state,
you must identify the many different people who have a stake in education
in your state. These could include staff from statewide projects, parents,
teachers, business leaders, faculty from colleges and universities, scientists,
state education agency staff, and professional developers, to name just a
few.

Conference planners too often invite only the people they know. When
considering your audience for a meeting or conference you need to "cast a
wide net." As you identify participants for your meeting, be sure and in-
clude a diverse representation by gender, race, ethnicity, role, and perspec-
tive. Sometimes when trying to reach quite varied audiences (e.g., teachers,
the research community, the technical assistance providers, policymakers,
etc.), you will need to plan different conferences or carefully craft an
agenda that involves all of these audiences interacting together around is-
sues that are of mutual interest. Unfortunately, some audiences are not ac-
customed to working together. Therefore, it takes a skilled planner to cre-
ate an agenda that meets multiple needs and/or includes multiple
audiences. However, because we need to build wide consensus on reform,
it is increasingly important to create venues in which these varied audi-
ences can work together.

As you think about your audience and what they might gain from your
meeting or conference, maintain a bias toward impact. By this, we suggest
that you identify the results you desire from the conference and hold your-
self accountable for attaining these results. What does this have to do with
targeting your audience? Often conference designers anticipate results
that are not within the power or purview of the participants. If the goal of
a conference is to develop plans for updating curriculum, the decision-
makers related to this issue must be present or somehow involved in sup-
porting the effort. Otherwise the participants may be thwarted in achiev-
ing the results the conference planners envision.

Think about the participants you are targeting for your meeting. Who
are they? What do they want to gain from the meeting? What and who do
they influence? What are their interests or objectives? How can you ad-
dress their varied needs and interests effectively?

Conference Budget

We mentioned in the first chapter that you should establish a budget to
consider the cost and benefit of holding a meeting in the first place. So,
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creating a budget for your meeting is one of the first activities that should
be done.

As soon as you begin to plan your meeting, think about all the costs
you will incur and plan for how you will meet them. Many conferences
charge a registration fee to either cover the costs entirely or to defray costs
that cannot be covered by a project grant or institutional funds. Your bud-
get should be an important consideration when making decisions about
site, numbers of staff and presenters, date for the event and promo-
tional plans. As you plan your meeting budget, allocate funds for the fol-
lowing: presenter/leader fees, travel, facilities, meals, supplies, staff time,
advertising, mailing, equipment, reproduction of conference materials,
and follow-up mailings (e.g., a conference proceedings). If you plan to
charge participants for their participation, generate a budget of all of your
possible costs and divide them by the number of participants anticipated.
This will give you an idea if you can cover your costs. Depending on the
type of conference, participants may expect to pay anywhere from $15-25
to defray the cost of their materials or lunch and up to $500-2000 for
multi-day training sessions. Other possible revenues that you might gener-
ate to cover your costs include sales of tapes or conference proceedings, ex-
hibitor fees, and contributions from cosponsors. In-kind contributions of
time, supplies, and resources can also be solicited from participants, lead-
ers, and sponsors.

Think about strategies that will help you control expenditures.
Holding meetings over weekends enables conference leaders and partici-
pants to get reduced airfares. Having cosponsors may provide speakers at
no cost to the conference. Using your own facility or donated space re-
duces the cost of hotel facilities and food expenses. Also check your as-
sumptions about costs. For example, it is sometimes less expensive to send
out conference notebooks to be copied and collated than to do it in-house,
if you consider the cost of your staff labor in addition to materials and
copying charges. Figure 2.1 is a budget worksheet. Use this to generate
your budget very early in the planning process.

One of the most commonly and severely underestimated confer-
ence costs is the staff time needed to design, execute, and follow up a
conference! Later in this chapter, we'll discuss being clear about who is do-
ing what. Before making those decisions, however, you have to have a
detailed, comprehensive list of what needs to be done. How often have you
sat exhausted even before your conference or meeting, knowing that an
awful lot of your time has been consumed not only in getting
ready, but being unable to pin down just what the time was spent on? The
problem is, you probably did not sufficiently detail the tasks before you
started.
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Figure 2.1. Budget Worksheet

DESIGNING SUCCESSFUL CONFERENCES

Expenses:

Meeting Planning, Design, and Execution

Staff/Consultants

Fee/Salary

Other Expenses

Marketing

Brochures, Design, and
Printing

Advertising

Mailing Lists

Postage

Total Planning/Design Expenses

Office Supplies and Expenses

Stationery
(Notebooks/Folders/Name
Badges)

Telephone, Fax

Postage, Shipping

Prepaid Expenses

Deposits

Insurance

Other Expenses

Agenda Book/Conference
Folder

Audiovisual Equipment

Awards and Mementos

Computer Services

Exhibit Spaces

Field Trips

Follow-up

Gratuities

Ground Transportation

Hospitality Suite

Total Marketing

Total Office Supplies

Total Prepaid Expenses
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Figure 2.1. Continued
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Interpreters, Translators

Participant packets

Printing and Reproduction

Public Relations

Shipping

Signs

Presenters/Facilitators

Accommodations

Travel

Honoraria and Fees

Site

Sleeping Rooms

Meeting Rooms

Food and Beverage

Total Expenses

Income

Registration Fees

Grants/Project Budget

Exhibitors

Co-Sponsors

Other

Total Income

Gross Income

Less:

Total Other Expenses

Total Presenters/
Facilitator Expenses

Total Site Expenses

Total Expenses

Income after expenses

NET Profit (Loss)
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18 DESIGNING SUCCESSFUL CONFERENCES

Some things that sound quick can actually be laborious. For example,
"inviting" people can involve many tasks: identifying the kinds of partici-
pants involved; compiling contact information; arranging to buy mailing
lists; determining whether electronic lists are compatible with your in-
house database; writing the invitation letter; arranging for its production;
and acquiring needed supplies and assembling the mailing. Perhaps noth-
ing specific in the above list surprised you, but if you don't make a list that
fits your situation, you could be shocked when your time greatly exceeds
your estimate. So, carefully consider the time and therefore the cost of de-
tailed tasks hidden behind each of the major design activities, such as
working with speakers and making site arrangements.

Identify Cosponsors or Partners

If you are planning a large conference and wish to draw upon the constitu-
encies of key organizations or send a message about a strategic alliance,
you may want to recruit a limited number of cosponsors. Cosponsors
bring credibility and sometimes financial support; however, they also have
expectations about what they will get out of their investment and may
want to exert some control over the content and/or the presenters for your
event. It is also important for you to explore how the cosponsoring organi-
zation is viewed by your target audience to be sure that they are an asset to
you and to negotiate clear expectations about their involvement and con-
trol. Any exploration with cosponsors should be discussed with leaders in
your own organization to ensure that the cosponsor is a good fit with your
organization's beliefs, philosophy, and approach.

Finding cosponsors is often like deciding which relatives to invite to
the wedding; it snowballs and you find that once you ask one, you have to
ask ten more. Having a few cosponsors can be beneficial, but too many can
be a huge distraction. Weigh carefully what cosponsors will contribute and
limit your numbers to those that are most strategic for you.

Select Location and Date

Call key people you must have at your conference before setting a date. Be
sure to check to see that dates do not conflict with other professional meet-
ings, particularly during the period of January through April when many
professional associations in education hold their annual meetings. Investi-
gate sites for your meeting to find out the type of facilities available, acces-
sibility to technology displays, ease of getting participants to the site, cost,
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and dates available. Make sure that your site is handicapped accessible and
that hotel rooms are available for out-of-town participants.

If you have a lot of flexibility about your location, look into cities with
special airfare deals, select places that are easy to get to, places where you
have secretarial support available, or places that offer special attractions.
If you choose a "destination spot" for your conference, be sure to allow
down time for people to see the attractions or you may lose them during
the scheduled meeting. For example, start early in the morning, break early
in the afternoon, and reconvene for an evening session. This gives partici-
pants time during the day to enjoy their surroundings without missing im-
portant parts of the meeting. Call conference planners in your professional
associations and ask them about different facilities in different cities. They
have often visited the facilities and can provide an unbiased view of
whether a site would meet your needs. If possible, visit the sites yourself to
see how they will work for you. A city's convention bureau can be a great
resource in providing site information and even arranging a site visit for
you. We have had bureaus pay for our travel expenses when the event was
for 200+ people. Use the "Site Selection Checklist" in Figure 2.2 to ensure
that the site meets your needs.

Figure 2.2. Site Selection Worksheet

Location
How much crime has recently been experienced in the area?
What parking is available and what is the cost for local attendees?
Does the city have a convention bureau that will help identify sites?
How accessible is the site for all participants?
Is the site convenient to public transportation? To airports?
What is the climate of the site at the time the conference will be held?
What is the distance between the various hotels and the meeting site?
What are the aesthetics of the site and its surroundings?
What off-site excursions, entertainment, and restaurants would be
accessible?

Past History
Have you or others you know used this site before and been satisfied?
Have you requested and checked site references?

Service Facilities
What recreational/health facilities are provided onsite or nearby?
Does the site charge any fees for using the facilities?
Are there on-site business services, such as fax, copying, and modem
phone lines?

(continued)
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Figure 2.2. Continued

DESIGNING SUCCESSFUL CONFERENCES

Accommodations
What is the total number of guest rooms available?
Are all meeting rooms handicapped accessible?
Does the site have VIP accommodations?
Do all sleeping rooms have TV, phone, computer hookup?
Is a newspaper delivered to each room?
Is the level of housekeeping acceptable?
What amenities are provided in the rooms?
Are nonsmoking rooms available?
Is room service available?
How early will rooms be available on arrival?
When are check-in and checkout times?
Does the site have express checkout?

Site Personnel
Do the site personnel need special orientation?
Are staff appropriately dressed and responsive to your group's needs?
Are front desk personnel polite and efficient?
Is a concierge available to assist guests?
If the site personnel are unionized, what is the current status of contract(s)?
Can the staff be attentive to your group if other groups will be on site?

You never know which item in Figure 2.2 might negatively affect your
event if you forget to consider it. To illustrate our point (and for your
amusement), here are two stories that have happened to us. For a recent
NISE Forum, we neglected to ask what other groups were scheduled to be
in the hotel during our event. As a result, some Forum participants were
tired at the opening session because of an incident the night before. It turns
out that an organization in the beverage industry was ending their confer-
ence the day before ours. In the middle of the night, several of their partici-
pants got rowdy and pulled the hotel's fire alarms, forcing the evacuation
of some of our participants! A second example comes from several years
ago. We neglected to ask the hotel whether any renovations were sched-
uled for the time of our event. Participants ended up having to walk
through awkward and ugly construction scaffolding to arrive at our event
instead of the beautiful lobby we saw when the contract was signed. Some
participants could not concentrate on small group discussions because
workers were hammering away.
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Assign Responsibility for
Conference Design and Planning

Once you have decided to plan a conference, designate one person as the
coordinator of the event. There also should be one person designated to
handle all logistical plans, although these two functionscoordination of
planning and design and logistical arrangementsmust be tightly coupled
since the decisions made for one affect the other.

For large conferences, planners often appoint a design committee and
assign responsibility for different parts of the conference to committee
members. The people responsible for the conference should meet regularly
to review plans and milestones and update one another on progress. Be-
tween meetings, use e-mail to send updates on developments to everyone
concerned. Figure 2.3, Sample Agenda for Team Meetings, and Figure 2.4,
Conference/Meeting Planning and Responsibilities Chart, will help you
with your planning.

Figure 2.3. Sample Agenda for Team Meetings

Instructions: This is a sample agenda for your planning meetings. The items marked with
an asterisk should be included in the team's first meeting and revisited as necessary.

Project Meeting
Date

1. Review agenda (5 mins.)

Explain the goals of this meeting. Review the time needed for each item. Note
which items must be completed today.

2." Brief self-introductions by team members (10 mins.)

Even when team members know one another, it is a good idea to allow time for
everyone to share something about their current work and how it relates to the
team's purpose.

3. Review the purpose of the team (15 mins.)

State the purpose of the team and remind members of what needs to be accom-
plished.

4." Discuss the roles of team leader, coach or advisor, and team members (15 mins.)

5.* Set ground rules (15 mins.)
Generate group ground rules such as beginning and ending on time, respecting
one another's opinions, expecting full participation, etc.

(continued)
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Figure 2.3. Continued

DESIGNING SUCCESSFUL CONFERENCES

6.* Introduce basic concepts or skills needed for the work (15 mins.)

If you are beginning your meeting planning, refer especially to the Planning and
Responsibilities Chart in Figure 2.4.

7. Discuss assignments for the next meeting: date, time (10 mins.)

Identify the activities that team members should undertake before the next meet-
ing.

8. Meeting evaluation (10 mins.)

Assess whether the meeting objectives were met and ground rules were followed;
and, the participation level of the members. Ask for ideas for improving the next
meeting.

Figure 2.4. Conference/Meeting Planning and Responsibilities Chart

Title of Conference/Meeting
Date Place
Conference Coordinator/Manager

Activity
Person

Responsible Tasks
Status

(as of date) Check Off

Conference
Committee

Site Selection

Marketing

Budget

Speakers and
Session Leaders

Staff and
Resource People

Exhibitions

(continued)
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Activity
Person

Responsible Tasks
Status

(as of date) Check Off

Registration

Meeting Room
Logistics and Food

Audiovisual and
Technology

Public Relations

Participant Note-
books & Handouts

Evaluation

Conference
Proceedings

Travel
Arrangements

Contracts With
Speakers and
Leaders
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Detailed Design Issues

While Chapter 2 discussed critical planning that must be done at the
outset of deciding to hold a meeting or conference, Chapter 3 de-

scribes vital decisions in planning and executing the detaile'd agenda for
educational events. A majority of the chapter describes a portfolio of 25
activities that you can consider when putting together a program. The bal-
ance of the chapter discusses supporting speakers and facilitators, market-
ing the conference, providing advance materials to participants, and some
practical hints for running the conference.

Decide on Activities and Approaches

For many conferences, planners invite experts, leading thinkers, facilita-
tors, scientists, and researchers to make presentations in a large group for-
mat. Although this format can be useful for spreading new information or
inspiring action, it alone will not produce the kind of changes in thinking
and action that we are often seeking. When you do use presentations such
as these, it is essential for you to think carefully about how your presenters
will engage the audience in new thinking and ideas.

25
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Conference and meeting designers should avoid overuse of lectures. In-
stead, they need to vary activities and provide ample opportunities for par-
ticipants to work with and understand new information and concepts pre-
sented. Participants need time to apply it to their own purposes. Drawing
on the knowledge summarized in Chapter 1, the designer needs to ensure
that the environment supports a productive meeting.

Ingredients for Success

Activities are interactive and engage participants
Purpose and outcomes are clear
Agenda and presentations are organized to meet the purpose
Meeting is well-facilitated
There are clear next steps

For example, a NSF-supported conference on kindergarten through sixth
grade mathematics education in North Carolina was designed for the pur-
pose of exploring the following central question: What do we know about
professional development in mathematics that can inform the design of
large-scale teacher enhancement programs for optimal impact? The con-
ference involved many experts who had designed and implemented pro-
grams to enhance teaching. Commonly, this type of meeting would have
been designed to give the experts a set amount of time on the agenda to
present the background, features, and findings of their programs. How-
ever, the organizers of this meeting wanted to ensure that all participants
had the opportunity to really engage with the information presented and
to think how it would translate into each of their particular circumstances.
Therefore, they created an interactive forum where participants conversed
with leading science and mathematics professionals around issues of re-
form and how the issues related to the participants' work.

The conferedce organizers also identified a clear and explicit focus on
several different areas of information they hoped to generate at the confer-
ence (e.g., identifying the generic principles to guide development of
teacher enhancement programs and alternative strategies and options for
current teacher enhancement programs) (Friel & Bright, 1997). To accom-
plish this, organizers developed four issues papers to inform participants
and to help them reflect on the meeting purpose. These were distributed so
participants could read them before the meeting. At the conference, the au-
thors of the issues papers presented short sessions with the goal of looking
for contradictions, in a sense "hunting for the truth." As a next step, work-
ing groups were formed to relate the issues and the participants' experi-
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ences and to make recommendations related to the topics of the confer-
ence. As a result, the participants developed one-page descriptions of how
their projects related to the purpose and issues of the meeting.

There are many types of approaches and activities that can be consid-
ered as you design your conference. Highly interactive working ses-
sions such as the one described above can be very productive and reward-
ing. Other conferences need to provide many different kinds of
experiences simultaneously for a diverse audience. For large conferences,
convene a design committee to set the agenda for your conference. The de-
sign committee can be comprised of project staff, staff from a
cosponsoring organization, and a representative of the conference audi-
ence. For smaller meetings, project staff serve as the design committee. The
design committee is responsible for brainstorming ideas for facilitators,
speakers, and topics for the meeting and developing the draft agenda. The
committee should identify possible presenters and a range of formats (e.g.,
panel discussions that are pre-arranged and planned with built-in time for
audience response, interactive workshops, lectures, and small group activ-
ities). If the conference is being held over several days, the committee
should also plan evening activities and speakers. Alternatively, if partici-
pants need some time off, have suggestions available for food and enter-
tainment.

The committee should create a list of expectations about the topics,
what participants will learn and the format for each session (e.g., interac-
tive, based on principles of adult learning, addressing multiple learning
styles). Review these verbally and in writing with the leaders or presenters
for the meeting.

Create scenarios of how the day may unfold; e.g., map out plenary ses-
sions, small group meetings, role-alike group discussions, action planning
sessions, and on-going display areas. Anticipate how people will flow
through the different sessions to spot potential problems. Meeting designs
that only expect participants to "sit and git"sit in their seats and listen to
others make presentations throughout the meetingare unacceptable. Ac-
tivities should be planned to encourage movement, participation, and deep
learning. Plan to provide opportunities for participants to reflect on each
session, either during the last 15 minutes of a session, or an end-of-the-day
wrap-up session. Build in 15-20 minute breaksconference participants
repeatedly say the opportunity to meet and talk to new colleagues is as im-
portant as attending sessions. See Resource B for sample agendas.

As you design your activities, think about how people will select or
move to activities such as small-group or break-out sessions. Ask people
for their choices during sign-up and on the registration form. Assign peo-
ple to rooms and teams ahead of time and identify facilitators for small
groups. Depending on the meeting, you may assign people purposively or
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28 DESIGNING SUCCESSFUL CONFERENCES

randomly. Either way, organize lists or code nametags with room numbers
so that people know where to go.

Keep your purpose in mind as you design the meeting. Select activities
that are designed to reach your purpose. In general, we recommend that
every meeting or conference that has learning as a goal include the
following elements (Bybee, 1997). Create a design for your meeting that

Elements of the Design

1. Introduction Activity: Participants learn the outcomes, generate ground
rules, and review the agenda.

2. Engagement Activity: Participants engage in an ice-breaker that gives
them a chance to think about what they know and their past experiences
and connect these to what they will do in the meeting.

3. Exploring Knowledge and Ideas: Participants learn while doing, by explor-
ing new ideas through discussion, simulation, case study, or hands-on ac-
tivity.

4. Explanation Activity: Participants learn about what they have been doing
and what is known about the topic they have just explored from a pre-
senter, video, demonstration, reading, etc. (Please note that learning
while doing comes before learning about something.)

5. Application Activity: Participants figure out how the new knowledge,
ideas, or information relates to them. They think about, try out and hone
new practices and ideas.

6. Evaluation Activity: Participants clarify the outcomes they are working to-
ward, the meaningfulness of them, and assess their progress.

progresses through these important phases of learning by considering
activities such as those on the next page.

Here are some questions that can guide you as you design your meeting:

1. Are the activities consistent with the outcomes for the meeting?

2. What atmosphere or context do you need to create for the activities
to work?

3. Who needs to participate in which kinds of activities?

4. How will you involve participants in designing the meeting's activi-
ties?

5. Will activities work within the time constraints of the meeting?

6. What type of facilities and equipment will the activities require?
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Detailed Design Issues 29

Below and in Table 3.1 are 25 different methods and activities for en-
gaging participants in learning. As you design the activities for your meet-
ing, choose a variety to meet diverse needs within your meeting.

Break-Out Sessions

Carousel Brainstorming

Case Study

Commitment Statements

Consensus Decision Making

Demonstrations

Dialogue and Discussion

Ground Rules

Fishbowl

Group Reflection

Ice Breakers

Interview

Observers

Panel Presentation

Poster Sessions/Exhibitions

Product Development

Questioners

Readings

Review/Reflection Worksheet

Seasonal Partners

Simulations

Small Group Activities/Exercises

Speech/Formal Presentation

Use of Video

Write a "Think Piece"

View of Participants in the Design

In a recent meeting, we heard from an accomplished science teacher and
school head who said, "I have been attending workshops and conferences
for 37 years. I've come to expect the presenter or facilitator to have every-
thing mapped out and to tell me what I am going to do. Recently, I at-
tended a meeting and was asked at the beginning what I wanted to learn
and focus on and what role I would play. After I got over the shock, I
thought of and shared the questions I had about the topic and worked with
a group of other teachers who were interested in learning similar things. I
felt responsible for my own learning and guess what? I learned a lot!" As
meeting designers we often focus too much on making sure that a leader or
presenter has a plan, and too little on the role the participants will play in
the plan. If true learning is going to happen in the meetings and confer-
ences, the participants need to have a role that lets them take responsibility
for their learning.

This view is shared by leading professional developers in education.
Sparks and Hirsch (1997) describe a paradigm shift in staff development in

(text continued on page 40)
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 p
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D
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 d
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 o
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 c
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 d
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at
io

n,
 o

r
pr

ov
id

e 
fe

ed
ba

ck
 to

 o
th

er
s.
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 m
ee

tin
g 

of
 c
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 d
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 c
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 c
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 c
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 d
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l d
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 b
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 d
ay

 o
ne

 o
f 

a 
tw

o-
da

y 
m

ee
tin

g.
 I

t n
ot

on
ly

 il
lu

st
ra

te
d 

po
in

ts
 th

at
 h

ad
 b
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 p
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 o
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at
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 p
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e

au
di

en
ce

, t
oo

.

T
o 

cr
ea

te
 a

 c
om

fo
rt

ab
le

 a
tm

o-
sp

he
re

 f
or

 th
e 

m
ee

tin
g,

 a
ct

i-
va

te
 p

ar
tic

ip
an

ts
' p

ri
or

 k
no

w
l-

ed
ge

 a
bo

ut
 th

e 
su

bj
ec

t o
f 

th
e

m
ee

tin
g,

 a
nd

 a
ss

es
s 

w
ha

t p
eo

-
pl

e 
al

re
ad

y 
kn

ow
 o

r 
th

in
k

ab
ou

t a
 p

ar
tic

ul
ar

 to
pi

c.

T
o 

ga
in

 in
si

gh
ts

 f
ro

m
 a

 p
re

-
se

nt
er

 w
ith

ou
t l

is
te

ni
ng

 to
 o

ne
vo

ic
e 

fo
r 

a 
lo

ng
 ti

m
e 

an
d 

to
ta

ilo
r 

a 
pr

es
en

ta
tio

n,
 to

ad
dr

es
s 

a 
va

ri
ed

 a
ud

ie
nc

e'
s

qu
es

tio
ns

 a
nd

 c
on

ce
rn

s.

4 
9

A
t t

he
 N

at
io

na
l A

ca
de

m
y 

fo
r 

Sc
ie

nc
e 

an
d 

M
at

he
-

m
at

ic
s 

E
du

ca
tio

n 
L

ea
de

rs
hi

p,
 f

ac
ili

ta
to

rs
 b

eg
an

 th
e

m
ee

tin
g 

by
 s

pr
ea

di
ng

 e
vo

ca
tiv

e 
bl

ac
k 

an
d 

w
hi

te
ph

ot
og

ra
ph

s 
(o

n 
po

st
ca

rd
s)

 o
ut

 o
n 

a 
ta

bl
e 

an
d 

as
k-

in
g 

pa
rt

ic
ip

an
ts

 to
 c

ho
os

e 
a 

ca
rd

 th
at

 s
ug

ge
st

s 
a

le
ss

on
 th

ey
 h

av
e 

le
ar

ne
d 

ab
ou

t l
ea

de
rs

hi
p.

 E
ac

h
pe

rs
on

 s
el

ec
te

d 
a 

ca
rd

 a
nd

 th
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 b
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 p
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ra
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which teachers must be involved as learners and have opportunities to re-
flect critically on their own practicesnot just keep adding more and more
innovations to their plate. Designing meetings with this view of the partici-
pant creates very different outcomes. Vaill (1996) suggests that to survive
in the white water world we live in, with all its continuous change, we need
to embrace learning as a way of being.

Generally this means that all of our activities are focused on learning
because it becomes a part of what we do everyday. If you believe that Vaill
is right and that we need to change our views of learners as passive recipi-
ents of vast knowledge to active self-directed learners, meetings and con-
ferences designed to engage learners need to accommodate such a shift.
Self-directed learners have "substantial control over the purposes, the con-
tent, the form, and the pace of learning . . . the learner is the primary judge
of when sufficient learning has occurred." (1996, p. 58) Few meetings and
conferences can make the claim that they work for self-directed learners.
One step in the right direction is creating designs with self-directed learn-
ing in mind and establishing clear, important, and engaging roles for par-
ticipants to play as learners at your event. Another is to talk with the pre-
senters and facilitators for your meetings. What is their view of the
participants? What role do they think they should play in the meeting?
How can they as the meeting leaders increase the opportunity for partici-
pants to be self-directed learners?

The Authentic Task Approach

People working to engage participants in accomplishing real work during
meetings could look to the Authentic Task Approach (ATA) for a tried and
true method (Donohue, Dunne, & Phlegar, 1999). The ATA has eight de-
fined steps:

1. Clarify the task

2. Develop criteria for success

3. Establish a record of work

4. Identify relevant resources

5. Establish group rules and the role of the facilitator

6. Take time to reflect

7. Schedule activities

8. Develop a plan to implement the task
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The essence of meetings designed around the ATA is that the partici-
pants decide what authentic piece of their work they will do while they are
at the meeting, and what the specific outcome will be. Typically, partici-
pants in ATA sessions work in teams with people who share a common
task. A facilitator usually works with the team to lead them through the
eight steps listed above. This "come with a problem, leave with a product"
approach is very rewarding. Participants accomplish something that is
their real work and do it with the input of a team, the guidance of a facili-
tator, and help from the many people and material resources assembled at
the meeting.

The ATA steps lead participants through a planning and implementa-
tion cycle. Steps 1-3 help clarify the team's product. The team generates
answers to these questions: What are we going to work on? What will suc-
cess look like? How will we document our progress? Then the team mem-
bers move to Step 4, identifying and reviewing relevant resources that the
meeting planners bring together for them. For example, for a meeting on
leadership development, we collected hundreds of books, print materials,
and videotapes and made them available to our participants as they
worked through their leadership development tasks. They took surveys to
assess their skills, learned leadership development models, and viewed
video to see effective leaders in action. As they work together in the early
steps of ATA, participants develop collaboration skills. To permit them to
continue collaborating, team members may make a commitment to work-
ing together after the creation of the product and conclusion of the meet-
ing. In Step 5, the team sets up their own rules of operating and negotiates
with their facilitator the role they wish him or her to play. This may change
over the course of their work together. Step 6 ensures that team members
are continually reflecting on what they have done, the progress made, and
where they need to go next. According to the developer of the process, "It's
the glue that binds together the various parts of the ATA process"
(Donahue, Dunner, & Phlegar, 1999, p. 7). The last steps of the process
scheduling what they will do and developing a planassure that the team
members will return to their site with a clear sense of the next steps and a
commitment to take them.

Using ATA for a meeting or conference requires a lot of up-front plan-
ning. Ideally, you will know what the teams are coming to work on so you
can have the right print and human resources available for them to use.
Consider these important pre-meeting activities:

1. Recruit teams who will work together on a real task from their lo-
cal site



42 DESIGNING SUCCESSFUL CONFERENCES

2. Have teams identify a group problem before they arrive at the meet-
ing

3. Assign facilitators who have some expertise about the problem the
group wishes to solve

4. Gather relevant resources and make them available throughout the
meeting

S. Have computers, printers, Internet connections, and other re-
sources to support teams to produce their product by the end of the
meeting

Choosing and Supporting Speakers

If speakers are an important element of your program, then be thorough in
selecting and preparing them. If you are using a keynote speaker, choose
someone who is knowledgeable, lively, commands the respect of the audi-
ence, and has been seen and heard by members of your staff or other peo-
ple whose judgment you trust. If planning a panel discussion, arrange for
panelists to have a conference call to interact, determine logistics, and
build strategies to alleviate the "talking head" syndrome. Take full advan-
tage of the potential of panel sessions by designing an appropriate amount
and type of preparation. Putting experts together on a platform will usu-
ally produce some interesting comments, even if there wasn't prior prepa-
ration. But, there isn't always a coherent relationship among the various
comments. If you are aiming for an interactive panel, will the exchanges be
conceptually productive or will they be random, discordant, or dominated
by one vocal panelist? If you really need to ensure that specific points are
covered and want productive interactions, you need to arrange for that to
happen!

It is a common temptation to choose speakers who conveniently come
to mind rather than "pushing the envelope," developing a longer list of
candidates, and carefully considering their pros and cons. Well-known
speakers, who are in great demand, can have liabilities as well as assets
especially if it is critical to your overall program design for speakers to tai-
lor their remarks or written comments to set up the substance of other ac-
tivities in the conference. Most busy speakers find it difficult to make time
for preparing a presentation that differs much from their standard
speeches or to write an advance paper for your event rather than distribute
one they already have on hand. You should explore whether it will be pos-
sible for them to do this for your conference at the time of your initial re-
quest; don't spring preparation tasks on them after the fact. Some of the
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more recognized experts may be unable to make specific preparations, yet
you may go after them anyway because often high-profile experts are
needed to help draw participants to your event. The best decisions in these
situations are not clear-cut. Weigh the pros and cons of the situation before
deciding how to proceed.

To optimize the chances of having your speakers deliver the best possi-
ble presentation, be sure to take care of their practical needs so they can fo-
cus on preparing for and delivering the substance of the presentation. If
your budget permits, offer an honorarium. Be sure they have a hotel reser-
vation. Tell them exactly where to ship any necessary materials in advance
and be sure that they have received them upon their arrival at the hotel.
Find out whether they need you to obtain any scientific or other supplies
locally. Don't let them have to be the ones who find out at some point in
their presentation that some audiovisual equipment is not working. If at all
possible, do a "dry run" before and encourage your presenters to rehearse
any new presentations and get feedback.

We could list a dozen more items to pay attention to. The key is to put
yourself in the presenters' shoesanticipate their needs and support their
efforts. There is a small but frustrating hazard to avoid that we found in
our work with some scientists and mathematicians: the overhead transpar-
ency or slide with impossibly small characters. Fortunately, with electronic
preparation of audiovisuals taking over the field, this problem is disap-
pearing. However, we still see presentations where this happens. Your au-
dience will benefit if you can find a way to preview your presenters' audio-
visuals in advance to ensure they are readable and polished.

Communicate With Leaders,
Facilitators, and Presenters

Send letters to all leaders, facilitators, and presenters to confirm their par-
ticipation. Document the expectations you have for their work at the meet-
ing. Follow up the mailing with a phone call or e-mail message to review
the conference expectations, discuss plans to ensure quality, engaging ses-
sions, and to address any questions or problems.

Depending on the guidelines for your organization, you may also need
to send all leaders or presenters a contract detailing the financial arrange-
ments you have negotiated with each of them, which must be signed by
them and returned to you prior to the conference. Check in with them
again prior to the conference to confirm travel arrangements and other lo-
gistics. Consider meeting or holding a conference call with all presenters
before your event.
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There is quite a bit of information that should be obtained from and/or
provided to your meeting leaders or facilitators. Complete contact infor-
mation is essential including e-mail addresses. There are a lot of other in-
formation needs that are easy to overlook. Make sure you have the follow-
ing:

Title of session

Type of session (simulation, discussion, etc.)

Brief description of session content (paragraph or more)

Brief description of session methods/techniques (phrases or sen-
tences)

Target audience, experience (none, some, very knowledgeable)

Target audience, type (mathematicians, mathematics ed. specialists,
teachers, etc.)

Brief description of the outcomes participants will gain

Previous history of making this or similar presentation (yes/no)

Special requirements for room setup or audiovisual

Permission for taping (audio and/or video)

Permission to publish any papers in conference proceedings

Market the Conference

Depending on the number and kinds of people you are recruiting to your
meeting, you may need a low- or high-level marketing effort. If you have
cosponsors who have members or constituencies, work with them to send
notices of the meeting to all of their members. If you are recruiting large
numbers of people, you may also consider placing paid advertisements or
free announcements in professional associations' newsletters. (We have
used wide-reaching publications such as Education Week for this pur-
pose.)

If you have a website, post the invitation there. It is quickly becoming
easier and less expensive than it was initially to permit participants to reg-
ister via the Web. Be warned, however, that at this time, you still also will
have to permit registration by mail. There are plenty of people who do not
engage in these functions electronically even when they have the capability.
For a recent NISE Forum that targeted higher education faculty and ad-
ministrators in science and mathematics, we received four mail registra-
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tions for every Web registrant, even though most of the target audiences
had ready access to the Web.

The most popular and highest yielding strategy is to mail the meeting
announcement to an identified audience and to follow up with targeted
phone calls to recruit key people. This approach is also recommended for
small meetings. Some organizations will provide you with mailing lists for
their membership. These lists can range in cost from zero to hundreds of
dollars. If possible, encourage people to come in teams so they can meet
with their coworkers and determine how best to use the information back
home; if you are charging a registration fee, you can offer a reduced rate
for two people from the same organization.

If you cannot put a lot of effort into marketing, you may want to ex-
plore bringing your meeting to another existing meeting. We have done
this by scheduling a meeting one day before the start of the annual or re-
gional meetings of the national mathematics and science associations. This
strategy allows you to draw people who will already be traveling to the
site, thereby tapping into a ready-made audience and limiting additional
travel costs. All associations are different; contact the ones you work with
to find out how you can add your meeting to their conferences.

Just before the meeting, prepare a press release that participants can
send to local media outlets. If this is a larger conference, contact the educa-
tion and/or science and mathematics writers at the area newspaper, pro-
vide them with a copy of the press release and invite them to the meeting.
Publicity can draw others to your future conferences and you can also
copy press articles to send as follow-up to your participants.

Prepare Pre-Conference Participant Mailings

As people register for your conference, it is a good idea to gather some in-
formation about them and to reinforce that the conference stays on their
agenda. We recommend doing two pre-conference mailings. Very early,
send a post card or short one-pager confirming registration. Include the
highlights of the meeting, the location, and contact information. Send out
a second mailing including a participant survey gathering information on
conference expectations and assess special needs, such as food or physical
space requirements. Also, send an agenda book or conference packet in-
cluding the schedule, detailed directions, site information, and any reading
that participants are expected to do ahead of the meeting. If you have the
time and budget to provide a draft participant list in advance, attendees
appreciate being able to get a sense of the kinds of people they will be join-
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ing. They can identify people they already know and want to be sure to see,
as well as people they might want to meet for the first time.

Websites, electronic discussion groups, and e-mail present a great op-
portunity for conference and meeting planners. These technologies sup-
port both pre- and post meeting activities. For example, the Ed Gateway
system operated by West Ed registers meeting participants online, creates a
database of the sessions people wish to attend, organizes discussion groups
for the conference itself, and sets up post-conference messaging for follow-
up. Another group, the Coalition of Essential Schools, asks meeting pre-
senters to submit their session proposals on the Ed Gateway system. They
are reviewed on line and feedback is generated to presenters. Such new cut-
ting-edge developments in interactive web-based software addresses the
challenge of collecting, organizing, and disseminating information. You
can enter information about your organizations or your events and have
them posted thereby helping with the advertising of your event.

Many people are experimenting with online communities as a means
to follow up on conversations started during conferences and to build net-
works before, during, and after the meetings. This is still fairly uncharted
territory for most of us. Through our work with a national leadership
academy, we have learned that most people need some form of moderator
to sustain online communication. Additionally, technology that groups the
comments and ideas that relate to one another or "threads" the conversa-
tions seems to help people get in on and follow the conversations better.
Many web-based systems set up places for group conversation and send
the message to people's e-mail addresses, eliminating the need to check
two sites for messages. These developments will help to eliminate some of
the barriers to good online discussions and make this a more viable way to
interact with participants in the future.

Manage the Conference

The day before your event, check all of the rooms you will use the next day.
Figure 3.1 is a sample checklist for inspecting meeting rooms.

Check that the rooms are set up the way you or your presenters re-
quested. Ask about the schedule for delivering AV equipment to the rooms
and check where it will be placed. If the room is secure, set up any displays
and/or participant materials. Identify the various entrances that partici-
pants could use to enter the building and be sure there are many signs for
your meeting or some other device that directs them to the right rooms
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Figure 3.1. Room Checklists

General Checks: Room: Session:

easel with plenty of newsprint
markers (at least three different colors)
masking tape
water pitcher on side table and plenty of glasses (appropriate
number for the size of the room)
the room is clean: no material leftover from previous group
chairs are pushed in at the tables
tablecloths are clean
notepads and pencils are at every seat in rectangular tables or at
the center of the table, if round

Specific Checks

What AV equipment needs to be in the room?

What should the room arrangement be?

What material should be there?

(e.g., assign staff to direct participants). This is often a problem in large fa-
cilities such as those at colleges where there is no obvious lobby or infor-
mation source, like the front desk in a hotel, and there are many entrances
to the building. Confirm whether your facility has posted your event on
signs or electronic marquees as you had planned. Make arrangements to
have at least one staff member greet and register all participants and assign
another staff to make sure rooms, presenters, and materials are in order.

If they have not been mailed ahead of time, conference notebooks or
folders and nametags must be given out when participants arrive. Arrange
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nametags in alphabetical order in an indexed box. The notebooks or fold-
ers should have the agenda on the front for easy reference. Handouts from
all sessions should be included or available at the registration desk, as well
as a list of all participants, their addresses, e-mail and fax numbers.

Bring a conference organizer's toolkit: rubber bands, paper clips, large
metal clamps, scissors, stapler with staples, three-way wall plug, grounded
adapter unit, masking tape, packages of "post-its," map pins, nametags,
water-based markers, scotch tape, transparencies, transparency markers,
newsprint, felt markers, etc.

It is also a good idea to have a staff member attend each session as a re-
source person for the presenter. These resource people can observe and col-
lect data, as well as be there to help solve problems that might come up
with equipment, the room, or the participants. Assign a staff member to
each presenter so that he or she knows to whom to go for help.

Be sure you know how to contact the engineering and audiovisual de-
partments to adjust environmental conditions and AV equipment as
needed. Another way to provide support at your conference is to have a re-
source room of books, articles, curriculum, and other materials that par-
ticipants may want to use during the conference. If you do this, people may
want to make copies to take home; if possible, set up a copy service or send
materials to participants after the conference. Alternatively, find out what
business services are offered by the site.

For larger meetings, someone must be designated to make sure the ho-
tel or conference center provides all agreed-on services in an acceptable
way, especially if this is your first time at the location. You should not as-
sume that the site will perform according to plan because, unfortunately,
even the best properties may let you down now and then. During a recent
NISE Forum, we discovered that one hour prior to a break-out session, the
designated ballroom was completely empty instead of containing 30 tables
with tablecloths, chairs and water service, as specified on the hotel's func-
tion sheet for our conference! Admittedly, you should not have to make
sure the hotel is doing its job. If something goes wrong, however, it will be
your participants who are inconvenienced. So, in advance of every element
of your program, be sure everything is going according to plan.

Attending to the myriad details as well as providing a substantial and
worthwhile meeting is a huge undertaking. As you plan your meeting, be
sure that you have the people and resources to cover all of the bases dis-
cussed above. If not, you may want to hire outside help, such as product
development, secretarial services, or even a conference planner. Otherwise,
consider scaling back your plans. When you and your staff begin to tire of
the tedious and thankless practical arrangements, remember that these
steps are critical to creating good learning conditions. Every distraction
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that participants experience due to lack of good design or execution takes
away from their ability to concentrate on the substance of your meeting or
conference. Every problem avoided increases the chances of gaining the
outcomes and products you need.
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Evaluating Your
Conference or Meeting

In the planning stages of a conference or meeting, we suggested that con-
ference and meeting designers should think carefully before they decide

to invest the resources to conduct an effective event. In this chapter, we
suggest that you find out how well your investment has paid off by mea-
suring your success. Although most people know they need to build some
evaluation activity into meetings and conferences, they rarely go beyond
measuring how happy participants were with the experience. We encour-
age you to design evaluation activities that measure both participant satis-
faction and the outcomes of the meeting.

Focus of the Evaluation

There are two major questions that the evaluation of your meeting and
conference should address: (1) did the meeting produce the desired out-
comes and (2) were the participants' expectations met? Your primary fo-
cus should be assessing whether the outcomes and purposes of your meet-
ing were met. Keep in mind that the outcomes should have a direct benefit
for the participantsnot just benefit you or your program.
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The first step to evaluation is to clarify your goals or purposes. What
results do you expect from your conference or meeting? Your outcome
statements should be SMART: Specific, Measurable, Attainable, Relevant,
and Timely (Ramsborg, 1995, pp. 64-74).

Specificeach goal should be clear, concise, and in active voice
Measurableyou can identify and assess each goal's indicators of success
Attainableyou can accomplish the goal with the strengths, abilities, and

resources you have
Relevantthere is a documented need for and interest in your goal
Timelyyour goals are not too complex for the available time

Outcomes should be a statement of the impact that will result from
your efforts (e.g., to improve teaching and learning of science). Good out-
come statements are often hard to formulate because many of us confuse
activities (such as "hold a meeting" or "conduct a training session") with
real outcomes (e.g., develop deep understanding of physical science among
K-3 teachers and students in my school).

As you generate outcomes for meetings, ask yourself, "what will it
look like if I am successful?" For example, if your overall goal is to imple-
ment an improved science curriculum in your school, one outcome of your
meeting could be that all of the teachers are aware of the new curriculum
and understand the next steps for implementation. Another outcome
might be that a group of teachers take on a leadership role to address im-
plementation problems and look for ways to help their colleagues use the
new curriculum. Notice the outcomes are not that teachers get a copy of
the new curriculum or that they attend training; but rather, good outcome
statements will reflect what happens as a result of the meeting or confer-
ence.

Next consider whether the event you have planned can realistically
achieve the expected outcomes. Use data you have gathered from your par-
ticipants through a pre-conference survey or from a design committee to
be sure that the outcomes you have stated are meaningful to your partici-
pants.

u 66



Evaluating Your Conference or Meeting 53

Identify the Audience for the Evaluation

Your evaluation effort should gather the right data for the right audiences.
Typically you will want to report what you learn to participants, staff, co-
workers, and funders. Think about what these people want to know.
Funders may be interested in knowing how many people were contacted,
as well as the results of the data gathered. Staff may be more interested in
knowing the areas of the event that went well and those that need to be re-
thought. Staff and presenters need to hear specific feedback on their pre-
sentations so they can make improvements next time. Participants may
want to know how others rated their experience and to get a sense of how
people may be thinking about applying the topic of the meeting. Ad-
dressing these different information needs should be a part of your plan.

Consider who your primary audience is for the evaluation. What do they
want to know? Are they more interested in "counting beans"knowing
how many people from what role groups were reachedor are they inter-
ested in the results participants achieved? Then consider what you want to
know. Think about information that will help you become more effective.
Focus your data collection plan on gathering the information to help you
improve and to satisfy the needs of your primary audiences.

Choose Data Collection Methods

Good evaluation starts with the ability to ask good questions. Review your
outcome statements and think about how these can be measured. What
questions would you ask? What data or evidence would show that you
achieved your outcomes? Outcomes such as increasing interest or aware-
ness of a particular idea or topic can be measured by asking questions on a
pre- or post-survey about new information that participants have gained
as a result of the session. Depending on your outcomes, you will use differ-
ent data collection and measurement strategies. Below and in Figure 4.1,
we highlight some common outcomes and the types of evaluation methods
that can be used to measure them (Loucks-Horsley et al., 1987).

67



54 DESIGNING SUCCESSFUL CONFERENCES

Figure 4.1. Methods of Documentation and Measurement for Different Outcome Types

Pre-/Post-
Measures Surveys Observations Interview

Document
Review

Changes in
participant
knowledge

X X

Changes in
participant
skill level

X X X X

Changes in
participant
opinions or
beliefs

X X

Changes in
organizational
capacity

X X X

Changes in
student
achievement

X X X X X

SOURCE: Loucks-Horsley et al., 1987.

Changes in participants. Conferences and meetings often aim to pro-
mote some change in the participants' knowledge, skills, opinions, and/or
beliefs. What changes do you expect from your activity? To measure
changes in knowledge use pre- and post-testing, surveys, and interviews.
To assess growth in skill level, observe participants as they demonstrate
the skill, use a self-assessment checklist that asks participants to rate their
skill level, or conduct interviews. If you expect changes in opinions or be-
liefs, you can gather evidence from listening to people's comments at the
beginning and end of the meeting. Ask open-ended questions that get par-
ticipants to share their ideas and views about a subject at the beginning of
the meeting and document their statements. At the end of the meeting, re-
turn to the list to see what people would add or change as a result of their
experience in the meeting.

Changes in organization. Rarely will one conference or meeting result
in organizational changes unless the meeting involves a critical mass of
people from the organization (Bolman & Deal, 1992). If this is the case,
however, changes in the organization can resultthey may just not show
up right away. If your meeting is intended as a means to make organiza-
tional changes, be specific about the expected change (e.g., putting contin-
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uous improvement processes in place, conducting ongoing professional
development, increasing communication, building collegial networks, de-
veloping leadership, or making decisions on the basis of data). If your out-
come is to promote networking, you could ask participants who they met,
what they learned, and how they might build or maintain relationships
forged at the conference. To measure these outcomes, assess the organiza-
tional climateto what extent do attitudes and beliefs reflect the desired
outcome? Interview or survey members of the organization to determine
the extent to which the change has happened. If possible, conduct the sur-
vey several times to gather evidence of changes over time. Observation of
staff is also a good method to assess organizational change. Meetings may
be aimed at reviewing current policy and making decisions about changes.
To assess that the change in policy has been made, you can review docu-
ments and survey or interview participants about the change.

Changes in students. Still other events are intended as a means to pro-
mote improvements in teaching and learning that benefit students. When
change in students is your expected outcome, first gather data on the inten-
tions of the participants in your meeting. What do they intend to do as a re-
sult of the conference? If the participants intend to do something different
in their work with students, the results of this can be measured by teachers'
assessment of students, formal tests, student products or portfolios, sur-
veys, classroom observations, interviews with students or parents, etc.
However, no direct cause-effect relationship can be drawn because of
other factors at work.

Outcomes that reflect long-term changes are harder to measure at the
end of a session. To measure these types of outcomes, gather information
about participants' intentions to do something different or to change their
practices. To assess whether this really happens would require a follow-up
contact later on. One efficient way to do this is to e-mail a short survey to
participants 3 to 6 months after your event.

Evaluating the Meeting Design and Process

In addition to gathering evidence about the outcome results, it is also im-
portant to evaluate the meeting itself. This part of the evaluation should
ask participants about the value and the relevance of the conference to
them, the quality of the presenters/leaders, the variety and quality of the
design and content presented, and the overall organization of the confer-
ence. Ask for ideas for improvements. Review "Characteristics of Effective
Meetings and Conferences" in Chapter 1 to formulate questions to assess
the meeting design and execution.
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Methods for Evaluating the Meeting

Construct an end-of-conference evaluation form that asks questions about
the different elements. Your evaluation form might include questions with
a Likert scale, such as:

"To what extent was the meeting valuable to you?"

4 3 2 1

Extremely Somewhat Not
Valuable Valuable Valuable Valuable

These questions are easy to score but provide little descriptive informa-
tion. Therefore, it is a good idea to also include some open-ended ques-
tions such as, "In what ways was the meeting valuable to you?" or "How
will you use what you learned at the meeting in the future?" Resource C
provides some sample evaluation forms.

For a multi-day session, gather evaluation data each day and ask par-
ticipants to complete a final evaluation form on the last day. In lieu of us-
ing a daily form, you can put index cards on each table for participants to
offer feedback throughout the day. Tape colorful gift bags around the
room for people to deposit the cards in. Collect the cards at the end of each
day. These can be read aloud by the leaders at the end of the day or the next
morning. Also, the leaders should offer their own observations about the
day and suggest any changes they might make in subsequent days. Each
evening, staff should review the feedback and decide how to respond and
report to the full group the next morning.

If follow-up meetings will occur, the evaluation should ask partici-
pants what they intend to do between meetings (e.g., with their new
knowledge/information/skills). Conference planners can then gather infor-
mation at subsequent meetings to assess whether participants followed
through on their intentions. You can use this information to assess needs
for follow-up work and to design it.

Another useful evaluation method is to appoint observers for all the
conference sessions. The observers attend the meeting and talk informally
with participants about what they are learning, how it is going, and what
suggestions they have for improvements. The observers meet at the end of
the day or meeting to synthesize their observations and findings. In smaller
meetings, the facilitators or leaders can stop the process periodically to
have participants reflect on the objectives, what they are learning, whether
they are on target for accomplishing their purposes, what they want more
(or less of), and to give feedback to the sessions' leaders. This type of ongo-
ing participant feedback is powerful because it involves the participants in
shaping the event and helps to establish an environment of continuous
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learning and improvement. Collecting data becomes a conscious and con-
tinuous act embedded in all meetings. These ongoing methods enable lead-
ers to know what is working, what isn't and why, and to make necessary
adjustments.

57

Use of Evaluation Information
to Make Improvements

Plans for using evaluation data should include ideas for linking feedback
to future conferences and for sending any additional follow-up materials
to participants, as needed. If you are leading a multi-day event, give a short
summary to participants of the evaluation results from the previous day.
Describe what the participants reported and tell participants how you will
act on the comments for the remaining days and in future meetings. For ex-
ample, if the evaluations say that there was too much content and not
enough time, tell participants how you will slow down the pace in the sub-
sequent days. If the room temperature was uncomfortable, tell them what
you have done to fix it. Likewise, if you are meeting with the same group
over time, share the evaluation information with them after each meeting
and tell them how you will address the feedback. It can also be very pro-
ductive to ask participants to help solve a problem that comes out in the
evaluation. For example, at a recent meeting, people complained that they
didn't have adequate time to meet and network with one another. The
agenda was already over-booked and it seemed we could not be responsive
to this feedback. A group of participants suggested putting together a gath-
ering in the hotel lounge before dinner which resulted in half of the group
continuing their networking over dinner.

Conference and meeting leaders should meet during and at the end of
the conference to debrief every aspect of the conference. Plan at least an
hour after the conference to celebrate the successes and discuss whatneeds
improvement. Designate one person to facilitate the session and another
person to take detailed notes. This is especially important when the
conference will be repeated again. Review the evaluation forms. What did
the participants say about their experience? If you have a large group, take
a sample of the forms to read aloud. If the evaluations show that there
were sessions that were unsuccessful, discuss what went wrong and how
you might change them in the future. If sessions were well received, what
factors made them so and how could you build more of these factors into
other sessions?

Step back from the particulars and look at the overall conference.
What would you do differently next time? How was participation? If you
had 200 people at the meeting, what were your numbers during break-out
sessions? Did people participate or leave? Why? For example, if meetings
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lack time for networking, people will often use break-out session time for
that purpose. Did certain people dominate and if so what was done to ad-
dress this? How were the presenters/leaders? Did they do what they were
asked to do? Did they achieve their objectives? What feedback do you have
for them? What would you want them to do differently next time?

It can be hard to receive negative feedback, but with the help of partici-
pant evaluation forms and the observations of others, the debriefing pe-
riod can be a good time for reflection and learning. Set up your debriefing
session in a safe environment for learning and improvementnot blaming
and finger-pointing. If particular sessions were not well received, ask, what
was going on? Often the people with the most challenging messages to de-
liver are met with the most resistance. Was this the case? Was it the mes-
sage, the messenger, or something else? In assessing meeting effectiveness,
it is critical to consider what was going on and who was leading the effort
in order to get the full picture.

Regular Evaluation of Small Meetings
and Working Sessions

In this chapter, we have presented ideas and information for designing and
conducting evaluation activities for larger-scale conferences. We recom-
mend that you also build routine evaluation into staff meetings, working
sessions, and other smaller meetings. The methods for gathering evalua-
tion data in smaller settings are easier. Include the outcomes for the meet-
ing on the printed agenda or post them on newsprint. As you start the
meeting, review the outcomes with all present and ask for any additional
outcomes not reviewed. Take a minute to ask participants what evidence
should be considered to determine whether your meeting outcomes have
been met. At the end of each part of your agenda, review the outcomes for
that part and reflect on what you have accomplished. At the end of the
meeting, ask participants to assess how well the outcomes were achieved
and offer any suggestions for future meetings.

In summary, recognize the importance of gathering evaluative infor-
mation about your meeting and its outcomes. Be sure to establish clear
outcomes for your event and design the evaluation to measure achieve-
ment of those outcomes. Be clear about your audience for the evaluation.
You may want to collect some data for in-house consumption and some
for outside audiences. Report what you learn from the evaluation verbally
at the meeting and in a written summary report. Share your findings with
all of your primary audiences; use staff and advisory meetings to review
your results and to make improvements in future meetings.
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Producing Conference
Proceedings

It takes a lot of stamina to plan and execute a successful learning event,
but there is still another design element that frequently is overlooked or

shortchangedproducing a post-conference report or proceedings. This
chapter briefly outlines possible uses of proceedings and outlines how to
capture what transpires at meetings and conferences. The closing section
addresses a commonly missed opportunitycapturing, analyzing, and re-
porting the valuable ideas advanced by participants during various kinds
of small group sessions.

Purposes of Proceedings

Producing a summary of the major points and information presented in
your meeting or conference is beneficial for a number of reasons. First,
participants in the meeting can refer back to the summary as they try to tell
others about their experience or apply what they learned to their own situ-
ation. Second, the summary can serve as a report that can be submitted to
sponsors or funders for the conference. Third, if you want to build on the
conference and perhaps convene other groups similarly, the conference
summary document might be used to interest new people in your ideas.
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Finally, and most obviously, the document can help provide an overview of
the key ideas and information to people who could not attend your event.
It extends the reach of your efforts and produces interest among people
who may come to future events. For example, the National Institute for
Science Education uses its Annual Forum as a means to generate new
knowledge in the area of science and mathematics education reform. The
conference proceedings capture knowledge that is generated and then
makes it available for wider dissemination to people beyond the attendees.

Ways to Capture the Meeting

Although there are many benefits to producing and distributing such a
document, it requires a lot of work and front-end planning to make sure
you have recorded enough of the conference or meeting information to put
together a useful document. Identify the people who will be responsible
for the summary document prior to the meeting. These people can come
up with a plan to gather as much of the writing and examples for the docu-
ment before or during the conference, thereby minimizing the work of re-
creating events later on. Below are some suggestions for how to build the
documents and information you will need to compile a complete and use-
ful summary document.

Identify note-takers. Many people take thorough notes of meetings.
Identify ahead of time either staff or a couple of participants to take notes.
Agree on a format for the notes, such as summary of ideas, key discussion
points, dilemmas raised, and resources suggested. Alternatively, identify
the themes you want to report and ask note-takers to synthesize what they
learn around the themes. Tell all note-takers that you expect them to spend
time reflecting on, thinking through, and writing up a narrative. To get the
most out of your notes, pick careful thinkers who can interpret and synthe-
size information within your note-taking structure, not just act as scribes.

Assign recorders to work with each small group to summarize discus-
sions and key learning. Often some of the richest discussions and insights
come within small group activities. These important ideas do not get cap-
tured unless people are assigned to synthesize them in some way. Suggest a
format for capturing the key points of the discussion. Recorders can docu-
ment ideas on newsprint or paper and submit them to the conference orga-
nizers right after the small group meeting.

Follow up on e-mail. Identify a few participants to follow up with
through e-mail after the conference. Send them a message right after the
meeting asking them to respond to specific questions or provide thoughts,
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new ideas, learnings, or ask questions that were provoked by their experi-
ence during the meeting. In addition to helping you by providing material
for the conference proceedings, you will be encouraging them to reengage
with the topics of your conference and to think about how their experience
at the conference can contribute to their own work.

Ask presenters to prepare papers. Many meeting leaders prepare their
ideas and comments in writing prior to a conference or meeting so they can
be circulated in advance. Decide on a standard format for all papers and
ask presenters to submit them in a form that can be reproduced or edited
slightly for inclusion in the conference proceedings document. Build in
time and resources to edit the set of papers, to give presenters an opportu-
nity to react to your changes, and to address their feedback. Get copies of
overheads and other visuals used by presenters.

Video- or audiotape presentations and photographs. Some conference
proceedings include videotapes or audiotapes of actual presentations. For
example, a recording of a keynote speaker who sets the tone for the entire
conference would be a complement to the printed proceedings. If you de-
cide to use this strategy, be sure to invest in qualified technicians to set up
and operate your recording equipment. Audiotaping can also be used to
record a presentation that you want to include verbatim or summarize in
your proceedings document. Again, be sure that the taping equipment is
producing quality sound so that it can be heard clearly and understood.
Make transcripts of the presenters and discussants that can be edited and
included in the proceedings. If graphics can be included in the summary
document, take pictures.

Use the evaluation. Include questions on your evaluation form that
will give you good information for your summary document. For example,
you might ask participants to write down one or two ideas discussed at the
meeting that were particularly useful to them and ask them to describe
how they might use this information in their work. Or, ask participants to
write a few questions that were provoked for them by their participation in
this meeting.

Plan ahead. Assembling all of these artifacts will be easier if you decide
ahead of time on a format and an organization of the conference proceed-
ings. Most often, proceedings include summaries or the text of formal pre-
sentations, a background piece on the purpose and themes of the meeting,
a description of the activities participants engaged in, the participants'
comments, insights, and learning, and any products produced during the
meeting such as recommendations, plans, models, etc. Appendices such as
agendas, handouts, and participant lists are also often included. Decide
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which of these will be a part of your document and establish a plan for
gathering the information you will need for each section prior to the meet-
ing.

Adding Analysis to Reporting

In Chapter 3, we emphasized the importance of being sure to engage par-
ticipants in discussions. From a perspective of adult learning, participants
need occasions to process information in order to understand and adapt it
to their current knowledge and circumstances.

Another reason for using activities that engage participants in discus-
sion is to elicit and capture their views for the organizers' purposes. If par-
ticipants' wisdom would be of benefit to organizers or others, make the ef-
fort to systematically collect as much of it as possible. For example, the
annual NISE Forums draw a very experienced audience, many of whom
are as qualified as the Forum's presenters. Further, the Forum's purpose is
to advance the state of knowledge on the topic selected. So, failing to ac-
quire the participants' views would be quite a waste. The previous section
discussed designating note takers for discussion sessions, but here we de-
scribe a more intensive strategy for documenting a conference.

After each panel session of the NISE Forum, participants are assigned
to small groups to debate particulars of what they have heard. During
these break-out sessions, all participants are asked to spend about 10-15
minutes writing a "think piece" where they can choose to react to one of
several questions which are linked to the previous panel session. Over the
course of the Forum's three break-out sessions, the 300 participants pro-
duced a total of about 600 written think pieces. Participants also com-
pleted a form authorizing Forum organizers to reproduce portions of their
think pieces in the Forum proceedings and indicating whether or not to
identify the author.

For purposes of creating the Forum proceedings, these think pieces
were treated as a data set of expert opinions on the important topics dis-
cussed at the Forum. A research and evaluation team carefully and
exhaustively studied this data set using modern methods of qualitative
analysis. As a result, the Forum proceedings could include a credible re-
porting of the 300 Forum participants' views in addition to presenting
standard proceedings' elements such as the panelists' remarks, agenda,
and a participant list. Figure 5.1 is an excerpt of the 27-page section of an
NISE Forum Proceedings that resulted from such an analysis (Mason,
Gunter, Miller, & Seymour, 1998).
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Figure 5.1. Analysis and Reporting of Participants' Views

63

Alignment Within and Between Departments

Writers who focused on alignment issues also noted that the goals of a course be
aligned with those of other courses (within and across departments) and that related
courses should incorporate common assessment and evaluation strategies. For exam-
ple, one undergraduate administrator noted the importance of aligning pedagogical
methods within multisection courses:

My concerns as an administrator are threefold. The first is to encourage my
departments and faculty to begin to consider the implementation of new (or dif-
ferent) methods of curriculum at the general education and advanced (major)
level. Realizing that this normally occurs at a course-by-course level, the next
step would be to ensure that multisection/multi-instructor courses employ the
same (or similar) evaluation and assessment methods.

Marlene Moore and Cora Marrett explained that students outcomesskills and con-
tent knowledgeshould be articulated within and between departments.

It is critical to remember that none of us work in isolation. If goals for our intro-
ductory classes do not fit the expectation of colleagues whose courses build on
our course, the assessment by colleagues of our course will be negative. (Moore)

Goals should be set and articulated for any SMET course. Although course-
based goals must exist, goals and assessment should [emerge from] community-
wide discussion of intended outcomes for SMET education and articulation of
assessment strategies across levels and the curriculum. (Marrett)

A few expressed concerns about whether the implementation of innovative course
objectives negatively affects student command of course content needed for subse-
quent courses. This issue was of particular concern to new faculty:

I am skeptical when the [new course goals] carry with them changes in course
content. Are we certain that the resulting course content doesn't lower the stan-
dards of the course, affect the smooth transition into subsequent courses, or
[hinder] achievement of the type of scientist/mathematician we desire?

Nagging Question (probably comes from the background of having students
who must possess a certain knowledge base to enter a profession): Where and
how does curriculum content (amount, type, level) fit in? I think we should not
lose sight of this as we begin to focus on higher level skills.

SOURCE: Reproduced by permission from the National Institute for Science Education (Mason et al.,
1998).
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Note that the inclusion of an analysis of participants' writings not only in-
creases the authenticity and credibility of the document but also enlivens
the reading of it. Although we have seen many conference proceedings in-
clude quotes from participants, these often were obtained ad hoc or after
the fact and are not necessarily representative of other participants' views.
In contrast, the systematic collection and methodical analysis of all partici-
pant views described here permits organizers to legitimately claim a more
representative portrayal of the participants' wisdom.

78



Resource A

Examples of Topics Addressed
by Professional Meeting Planners

Before the Meeting

Budgeting and financial management
Site selection

Promotion, marketing and printing
Housing
Transportation
Food and beverage arrangements
The convention and visitor's bureau
The role of the convention services manager
Negotiations with site
Registration procedures
Audiovisuals
Hospitality, spouse/guest
Contracted services
Legal issues, contracts, and liability
Americans With Disabilities Act
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During the Meeting

DESIGNING SUCCESSFUL CONFERENCES

Speaker arrangements and care
Space use and set-up design
Final instructions
Onsite communications
Onsite emergencies
Meeting wrap-up
Meeting evaluation

Types of Meetings

Alternative meeting environments
Convention centers
Exposition management
Small meeting management
International meetings and expositions
Technology in the meetings industry
Green meetings
The professional meeting manager
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Sample Agendas

SAMPLE 1: Schedule for a Two-Day Conference

Third Annual NISE Forum: February 23-24, 1998

Renaissance Hotel, Washington, DC, 999 9th Street, NW
(202)898-9000.

Indicators of Success in Postsecondary Science, Mathematics, Engineering
and Technology Education: Shapes of the Future

Sunday,
February 22

4:00-7:00 Registration

Monday, Monday sessions on Meeting Room level
February 23 (Tuesday sessions on Ball Room Level)

7:30-8:30 Registration continued

Continental breakfast provided

Opening Session

8:30-9:15 Welcome, Overview

Foyer, Meeting Room 11

Foyer, Meeting Room 11

Auditorium Foyer

Auditorium

Andrew Porter, National Institute for Science Education
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Neal Lane, National Science Foundation

Shaping the Future

Luther Williams, National Science Foundation

Auditorium

Session One: Assessment of Teaching, Learning, and Curriculum Change
in Classrooms

9:15-10:45 A. Panel Discussion Auditorium

Chair: Arthur Ellis, National Institute for Science Education

Facilitator: Brock Spencer, Beloit College

Diane Ebert-May, Northern Arizona University

Eric Mazur, Harvard University

David Porter, U.S. Air Force Academy

Discussant: Norman Fortenberry, National Science Foundation

Forum Data Collection Plan

Susan Miller, National Institute for Science Education

10:45-11:15 Break, beverages provided Foyer, Meeting Rooms
2,10

11:15-12:30 B. Small Group Discussions See Name Badge for
Group Assignment

Groups Numbered 1-6 convene in Meeting Room 2.

Groups Numbered 7-11 convene in Meeting Room 3.

Groups Numbered 12-16 convene in Meeting Room 4.

Groups Numbered 17-20 convene in Meeting Room 8.

Groups Numbered 21-24 convene in Meeting Room 9.

Groups Numbered 25-27 convene in Meeting Room 10.

Groups Numbered 28-30 convene in Meeting Room 11.

12:30-2:15 Lunch Provided; networking opportunity

C. Poster Session

Foyer, Meeting
Room 11

Meeting Rooms
12-14

Sesssion Two: Assessment and the Promotion of Change in Departments, Disciplines,
and Institutions

2:15-4:00 A. Panel Discussion Auditorium

Chair: Robert Mathieu, National Institute for Science Education

Facilitator: Elaine Seymour, University of Colorado-Boulder
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Brian Coppola, University of Michigan

Eileen Lob Lewis, Canada College

Richard Taipa, Rice University

Discussant: Daryl Chubin, National Science Foundation

4:00-4:15 Break, beverages and cookies provided Foyer, Meeting Rooms
2,10

4:15-5:30 B. Small Group Discussants See Name Badge for
Group Assignment

Groups Numbered 1-6 convene in Meeting Room 2.

Groups Numbered 7-11 convene in Meeting Room 3.

Groups Numbered 12-16 convene in Meeting Room 4.

Groups Numbered 17-20 convene in Meeting Room 8.

Groups Numbered 21-24 convene in Meeting Room 9.

Groups Numbered 25-27 convene in Meeting Room 10.

Groups Numbered 28-30 convene in Meeting Room 11.

Dinner on your own

Tuesday, All Tuesday sessions on Ballroom level (different level than Monday).
February 24

7:00-8:00 Contintental breakfast provided Foyer, Grand
Ballroom North

Session Three: The Role of Evaluation in Institutional and National Policy
and Practice

8:00-9:30 A. Panel Discussion Grand Ballroom North

Chair: Ann Burgess, National Institute for Science Education

Facilitator: Clifford Adelman, National Institute for Science
Education

Jack Bristol, University of Texas-El Paso

Manuel Gomez, University of Puerto Rico

Sherri Sheppard, Stanford University

Discussant: Larry Suter, National Science Foundation

9:30-9:45 Break, beverages provided

83
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9:45-11:00 B. Small Group Discussions See Name Badge for
Group Asssignment

Groups Numbered 1-11 convene in Grand Ballroom Central.

Groups Numbered 12-22 convene in Grand Ballroom South.

Groups Numbered 23-30 convene in Congressional B.

Closing Session

11:15-Noon Reflection and Synthesis Grand Ballroom North
Chair: Andrew Porter

Cora Marrett, University of Massachusetts-Amherst

John Wiley, University of Wisconsin-Madison

Forum Evaluation
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SAMPLE 2: Professional Development Conference

Session: Study Groups

Outcomes for the session:

1. Gaining new learning from two papers

2. Experiencing cooperative learning structures that reinforce learn-
ing and promote effective teaching practices

3. Experiencing the study group strategy

4. Networking within and among teams

Materials:

Reading material to be used in the study group

Written instructions for cooperative learning structures to be used
during the study group

Additional material provided as needed

Agenda:

9:00 Introduction of session

9:30 JigsawRead Article 1, 2, or 3
Identify underlying assumptions, key elements, and implementation require-
ments

9:55 Discuss the reading

StructureThink-Pair-Share
Think: reflect on reading

Pair: share in pairs ideas from reading

Share: using a Round Robinshare with whole team
10:30 Issuesdiscussion of the following questions with your team:

1. In what situations would you use study groups?

2. What can I do to facilitate the use of study groups in schools with which
I work?

3. How do I customize study groups for these schools?
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4. How can we use the study groups to learn more about the National Sci-
ence Education Standards?

11:15 Share discussion issues

StructureOne-Astray
Number off in your teams

Number 2s in each team move right to the next team and share their home
teams' answers to the issues questions. This is done two times and the one
astray returns to his/her home team to share information from the two
teams that were visited.

11:30 Final discussion question:

Based on the reading and discussions, with particular attention paid to the
commentary at the end of the section, how can we facilitate a school's
implementation of the study group strategy in its professional development
plan so that:

1. the strategy is sustainable over time, and

2. it becomes integrated into the school's culture?

StructureRound Robin with a recorder
Each member of the team shares one idea at a time, the #4 member records
the ideas

StructureStand up & Share
Each team designates a "sharer"a and that person stands and shares the
recorded ideas from a Round Robin. Each sharer from each team will share
one item from his/her list. No ideas will be repeated, members from each
team will check off same/similar ideas as they are heard. The sharer from
each team will remain standing until all the ideas from that team's list are
heard. Once all the ideas from your team's list are shared, your sharer sits
down. After everyone is seated, the facilitator will know that all the ideas
from all teams have been shared.

12:00 Close and Evaluation
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SAMPLE 4: Schedule for a One-Day Conference

Event Number Time Activity Location

1 8:30 A.M. Registration Lobby

2 9:00 A.M. General session Grand Ballroom

3 9:30 A.M. Concurrent sessions See Schedule

4 10:30 A.M. Break Lobby

5 10:45 A.M. Concurrent sessions See Schedule

6 11:30 A.M. Free/Networking

7 12:00 Noon Lunch North Salon

8 1:30 P.M. Workshops I See Schedule

9 2:30 P.M. Concurrent sessions See Schedule

10 3:15 P.M. Break

11 3:30 P.M. Workshops II/
Evaluation

See Schedule
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SAMPLE 5: Work Session Agenda

Day One

6:30 Dinner

Welcome and Overview

Refining and launching our work

Agenda review/purpose

Introduction

Getting to know each other and our organizations

Building the Foundation

As you reflect on your previous experience designing leadership
development institutes or initiatives, what are the key lessons
you've learned?

Day Two

8:00 Continental Breakfast

Informal revisiting of "Building the Foundation" discussion

8:30 Begin Morning Discussions

Project Overview and Discussion

Overview of the proposed design

Feedback on the guiding principles, expectations, and proposed
design

Discuss needs assessment

Discuss the roles of the collaborating organizations

Develop Recruitment Strategies

Identify qualifications and expectations for participation

How do we serve the least served?

Discuss proposed idea of reserving "slots" for individuals

How do we best allocate our resources?

Design recruitment and application process

12:30 Afternoon Discussion

Designing for Content

How is this Academy specific to science and mathematics?

Evaluation Design
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76 DESIGNING SUCCESSFUL CONFERENCES

How will we know we have succeeded?

Review proposed evaluation design

Sharing Resources

Identify materials/resources for Fellows and Mentors

Wrap Up and Next Steps

Plan next meeting

Design recruitment brochure

4:00 Evaluation/Close
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Sample Evaluations

SAMPLE 1: Evaluation of Third Annual NISE Forum

February 23-24, 1998

The views of every participant are valued and will help us improve the NISE efforts on
behalf of Science, Mathematics, Engineering and Technology Education.

(Circle the number that most
closely matches your opinion)

1. How much did you GAIN from the some- a great
following plenary sessions? none a little what a lot deal

a. Panel 1: Evaluating Teaching,
Learning, and Curriculum
Changes in SMET Classrooms

Spencer, Ebert-May, Mazur,
D. Porter, Fortenberry

Comments:

(1) (2) (3) (4) (.5)
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78 DESIGNING SUCCESSFUL CONFERENCES

b. Panel 2: Assessing Learning as an
Aspect of Change in Classrooms,
Disciplines,
and Institutions

Seymour, Coppola, Lewis, Tapia, (1)
Chubin

Comments:

c. Panel 3: Exploring the Role of
Evaluation in Changes at the
Departmental, Institutional, and
National Levels

Adelman, Bristol, Gomez,
Sheppard, Suter

Comments:

(1)

2. How much did you GAIN from these activities:
a. Reading the panelists' papers (1)
b. Attending small discussions (1)
c. Writing the think pieces (1)
d. Participating in the poster session (1)
e. Other opportunities for networking (1)
Comments:

3. How much did you GAIN from the (1)
forum OVERALL?

4. What do you plan to do with what
you gained from the forum?

5. Other comments:

(2) (3) (4) (5)

(2) (3) (4) (5)

(2) (3) (4) (5)
(2) (3) (4) (5)
(2) (3) (4) (5)
(2) (3) (4) (5)
(2) (3) (4) (5)

(2) (3) (4) (5)

THANK YOU VERY MUCH FOR YOUR TIME AND ATTENTION!

PLEASE RETURN THIS SURVEY BEFORE LEAVING THE FORUM.

Staff is on hand to collect forms as you leave the final session. In addition, "Survey
Return" boxes are available at the registration table.

P.S. If you left the Forum without returning this form, please send it by March 3 to:
NISE Formative Evaluation
LEAD Center
1402 University Avenue, Room 413
University of Wisconsin-Madison
Madison, WI 53706
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SAMPLE 2: Participant Evaluation: Professional Development Institute

Background Information

Please provide the following information for evaluation purposes only. Data will be
presented in aggregate form only. (Your responses will remain confidential.)

1. Please put a check mark next to your role as a participant in this Institute:

Teacher ( elementary, middle, high school)
Career/Guidance Counselor ( elementary, middle, high school)
School Building Administrator ( elementary, middle, _high school)
School District Administrator (please specify position)
Other School District Staff (please specify position)
School Board Member Parent Team Member Community Member
Higher Education Faculty or Staff Business Partner/Leader
Other (please specify position)

2. (OPTIONAL) Please tell us the name of your team.

Institute Facilities
Please rate the following on the scale provided from Excellent to Very Poor:

1. Meeting rooms Excellent Good Fair Poor Very Poor
2. Sleeping accommodations Excellent Good Fair Poor Very Poor
3. Food Excellent Good Fair Poor Very Poor

Comments:

Pre-Institute Session
Please indicate how valuable you, as a team member, found the pre-Institute session in
terms of the following:

A. Identifying a significant task to be addressed during the Institute
(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

B. Understanding the Authentic Task Approach to be used during the Institute
(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

C. Deciding how to make the best use of resource people during the Institute
(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

D. Establishing an appropriate mix of team participants for optimal planning and
decision making
(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

Comments:
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Your Team's Authentic Task

1. Please very briefly describe the task your team chose to address during the
Institute.

2. How, if at all, do you believe that your plan/project/task will have an impact on
what students in your school, district, or region will know and be able to do?

3. What has your team done to ensure that your plan/project/task is systemic in
approach?

4. To what extent do you believe that your team successfully accomplished its task
during the Institute?

(To a great extent) (5) (4) (3) (2) (1) (Not at all)

5. To what extent did your team's facilitators contribute to the accomplishment of
your task?

(To a great extent) (5) (4) (3) (2) (1) (Not at all)

6. Please indicate and briefly explain which other Institute resources (people, printed
resources, presentations) were most useful to your team in accomplishing your
task. Please be specific in telling us how you used these resources.

7. Please indicate and briefly explain any serious frustrations you experienced while
working on your team's task.

8. What next steps has your team identified for your plan/project/task?

9. To what extent do you understand your own role in following through on your
plan/project/task?

(To a great extent) (5) (4) (3) (2) (1) (Not at all)

10. What concerns do you have (or what obstacles do you anticipate), if any, about
carrying through with your plan/project/task over the next year?

What strategies, if any, have you already identified to address these?

11. What plans have you made, if any, to continue working with your facilitator(s) in
the future?
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Effectiveness of Institute Components

1. Please rate each of the following components of the Institute in terms of its value
to you and your team in accomplishing your tasks and in learning effective ways
of working together. Please briefly explain each of your responses.

a. Outside facilitation of your team's work

(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

Please Explain.

b. Time to work together on your task

(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

Please Explain.

c. Development and use of rubrics

(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

Please Explain.

d. Development and use of team portfolio

(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

Please Explain.

e. Information-intnesive workshops.

(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

Please Explain.

f. Opportunity to meet with presenters/resource colleagues

(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

Please Explain.

g. Time to reflect on learning

(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

Please Explain.

h. Help/troubleshooting from Institute staff

(Extremely valuable) (5) (4) (3) (2) (1) (Not valuable at all)

Please Explain.
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2. Please share with us what you believe was the greatest strength of this Institute.

3. Please indicate any suggestions you have for how this Institute could have been
more effective.

Follow-Up to This Institute

Please indicate if you would be interested in participating in activities throughout the
coming year as a follow-up to this Institute?

Yes No Uncertain

If YES, please give suggestions for the format and topical focus that would be most
useful to you.

FORMAT:

TOPICAL FOCUS:

THANK YOU FOR COMPLETING THIS EVALUATION! Please return the form to
the EVALUATIONS box at the Registration Desk before leaving the Institute.

SOURCE: Sample 2 of Resource C is adapted with permission from Learning Innovations (1997), a divi-
sion of West Ed.
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Activities. See Agendas
Adult learning, 2, 10-11
Agendas:

decisions regarding activities, 25-29
for participant activities (case studies),

30-39
multiday conference sample, 73
one-day conference sample, 74
sample, 21-23
sample for professional development

conference, 71-72
two-day conference sample, 67-70
work session sample, 75-76

Airfares. See Travel
Alternative meeting environments, 66
Americans With Disabilities Act, 65
Audience appropriateness, 8
Authentic Task Approach (ATA), 40-42

Brainstorming, 30
Break-out sessions, 30
Budgets. See Costs

Carousel brainstorming, 30
Case studies, 30
Coalition of Essential Schools, 46

Commitment statements, 31
Communication:

seasonal partners activities, 37
small group activities, 38
via Internet, 3, 43-44, 46
with leaders/facilitators/presenters,

43-44
See also Networking

Conference proceedings. See Proceedings
Consensus decision making, 31
Content/design of meetings. See De-

signing; Planning
Continued learning, 2
Convention centers, 66. See also

Logistics
Costs:

as topic example, 65
creating budgets, 14-18, 22
for participants, 1

Creative thinking, 10-11

Decision making, 3
Demonstration, 31
Designing:

communication with facilitators/
presenters and, 43-44
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decisions regarding activities, 25-29
effectiveness of, 2
evaluation of, 55
for participant activities (case studies),

30-39
professional development process of, 7-

9
speaker selection, 42-43.
See also Planning

Designing Professional Development
for Teachers of Science and
Mathematics, xi

Dialogue/discussion, 32
Documentation. See Evaluations

E-mail:
conference proceedings and, 60-61
outcome communication and, 6
use for communication, 3, 43-44

EdGateway system (WestEd), 45-46
Education:

continued, 2
principles of adult learning, 10-11

Education Week, 44
Ethics, 65
Evaluations:

audience for, 52-53
conference proceedings and, 61
data collection methods for, 53-55
focus of, 51-52
making constructive use of, 57-58
methods for, 55-56
of meeting design/process, 55
of small meetings/sessions, 58
ongoing, 7
review/reflection worksheet, 37
sample agenda and, 23
sample of NISE Forum participants,

77-82
Expenses. See Costs
Experts. See Facilitators; Speakers

Facilitators:
Authentic Task Approach (ATA) and,

40, 42
and budget, 15, 17

X00

effective meetings and, 7
for problem-solving, 3-4
professional, 66

Facilities. See Logistics
Feedback, 4-5. See also Evaluations
Fishbowl, 33
"Fist of Five" consensus approach, 31
Forums, 26

Goals:
as reason for conference, 3 -S
decisions regarding activities and, 28-

29
development design process and, 9
in sample agenda, 21
of evaluations, 52
See also Outcomes

Green meetings, 66
Ground rule establishment, 33
Group reflection, 33

Ice breakers, 34
International meetings, 66
Internet:

marketing and, 44-45
use for communication, 3

Interviews, 34

Leaders. See Presenters
Learning. See Adult learning
Legal issues, 65
Logistics:

and budget, 15, 17
as topic example, 65-66
conference center liaison for, 49
decisions regarding activities and, 27
effective meetings and, 6
location/date selection, 18-20
room checklists, 46-47
speaker selection and, 43
special requirements for, 44

Mailings, 45-46
Managers. See Facilitators
Marketing:

as topic example, 65
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designing for, 44-45
sample agenda and, 22

Materials. See Resources
Meals, 7, 15 See also Logistics
Meeting rooms. See Logistics
Multiday conference sample, 73

National Institute for Science Education
(NISE):

Annual Forums for, vii-viii, 3
proceedings analysis and, 62-64
schedule for 1998 Forum, 67-70
site selection and, 20
"Think Piece" compositions, 40

National Science Education Standards
(NSES), 4

Need awareness, 5
Networking:

after the meeting, xi
effective designing for, 2
effective meetings and, 6-7
Internet communication, 3
See also Communication

New ideas/practices, 4

Observers, 35, 56
Organization of effective meetings, 6
Outcomes:

data collection methods and, 53-55
effective designing for, 2
effective meetings and, 6
of evaluations, 52

Panel presentations, 35
Participants:

analysis by, 62-64
Authentic Task Approach (ATA) and,

40-42
conference activities for, 30-39
conference proceedings and, 60-61
costs for, 1
evaluations of changes in, 54
identification of, 13-14
involvement in activities, 28-29
pre-conference mailings, 45-46
sample evaluations by, 77-82

See also Adult learning
Partners, 18
Planning:

assigning conference responsibilities,
21-23

for adults vs. students, ix-x
for Authentic Task Approach (ATA),

41-42
characteristics of effective meetings, 6-8
conference proceedings and, 61-62
creating budgets, 14-18
effective adult learning and, 10-11
identification of target audience, 13-14
speaker selection, 42-43
sponsors and, 18
topic examples addressed at, 65

Poster sessions/exhibits, 35
Pre-conference mailings. See Mailings
Presenters:

and budget, 15, 17
questions from participants to, 36
See also Facilitators

Press releases, 45
Problem solving, 3
Proceedings:

analysis and, 62-64
methodology for, 60-62
purposes of, 59-60
sample agenda and, 23

Products:
development of, 36
effective meetings and, 8

Professional development:
principles of adult learning and, 10-11
sample agenda for, 71-72
sample evaluations for, 79-82

Professional Meeting Management (3rd
Edition), 13

Promotional activities:
and budget, 15
as topic example, 65

Public relations, 23

Questioners, 36

Readings, 37
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Research, 4
Resources, 8, 15-16

Seasonal partners, 37
Simulations, 38
Site selection, 18-20, 22-23, 65. See also

Logistics
Small group activities, 38
Speakers:

choosing of, 42-43
contracts with, 23
participant activities and, 39

Sponsors, 18
Staff:

adequate time for, 17
as observers, 35
as targeted audience, 14, 29, 41

Teams:
Authentic Task Approach (ATA) and,

40-42
dialogue/discussion activities and, 32
group reflection activities and, 33
product development and, 36

102

sample agenda and, 21
Technology:

as topic example, 65-66
Authentic Task Approach (ATA) and,

43
conference proceedings and, 61
demonstration activities and, 31
Ed Gateway system (West Ed), 45-46
use for communication, 3
use of video, 39

"Think Piece" compositions, 40
Time management, 7
Travel:

and budget, 15
sample agenda and, 23

Two-day conference agenda, 67-70

Value:
analysis by participants and, 62-64
as planning topic, 65
effective meetings and, 6

West Ed, 45-46
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